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This report covers the construction of a decision logic and quanti-

tative methodology to properly designate each active Army position for

incumbency by personnel in one of four categories: commissioned officer,

warrant officer, enlisted, or civilian, The product of this research is

designed to provide the Army with a substantively improved approach to

the proper determination of manpower category. A more credible, regu-

larized, and objective approach to justification of manpower requirements

* by category, taking full account of managerial, fiscal and manpower force

constraints is established by the methodology presented in this report.

As a prime basis for quantification of individual posiiton charac-

teristics, the GRC process adapts contemporary factor-comparison job

analysis techniques to the allied task of "manpower category analysis."

The job analysis methods adapted are already extensively used in both the

Federal and private sectors as the fundamental underpinning of individual

- p~Vsition pay and grade determination systems. The process first establishes

an unconstrained ideal identity for individual positions. As necessary

to accommodate real-world constraints (e.g., overseas rotation policies,

career progression needs by manpower category, budgl" and end-strength

* mandates, availability of selected manpower categories by location),

preferred alternative identity is then determined for affected positions.
t

Recognizing that no fully satisfactory quantitative or analytically

based techniques for determining position identity had yet been developed

by any Defense Component, the GRC process does not rely exclusively on

quantitative methodology but incorporates quantitative techniques when-

ever applicable and appropriate. In due consideration of the judgmental,

tpolicy, and managerial constraints and considerations involved, the GRC
methodology combines both logical and quantitative steps as essentialr parts of the overall position-identity determination process.
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The product of this research project is a Position Identification

Handbook that provides the prospective user with the required tools in

a single document to properly designate each active Army position for

commissioned officer, warrant officer, enlisted, or civilian incumbency.

The Handbook contains:

* Precise definitions of factors and subfactors to be applied

in the process.

0 Simple and direct instructions to be followed in application

of the methodology.

0 Six decision logic tables that lead the technician through

the step-by-step process of yes/no alternatives, quantitative

scoring, and managerial constraints. The final table provides

a summary record of actions leading to the position's identity.

A demonstration test of the methodology was conducted by the

Department of the Army, Director of Manpower, Plans and Budget, at

Headquarters, US Army Materiel Development and Readiness Command with

participation of selected members of the Army staff, major commands, and

the General Research Corporation. Results of the demonstration test are

reflected in the following conclusions and recommendations.

CONCLUSIONS

• The procedure is sufficiently simplistic to be used by

manpower managers at all levels with minimum training.

* Application of the procedure does attain a consistent

identity for positions in the Army force structure.

RECOMMENDATIONS

* Complete an expanded and detailed test process to permit

final validation and refinement of the position identifi-

cation methodology prior to Army-wide implementation. The

objective of the expanded test procedure would be to ensure

that the numerical values assigned to the subfactors used

iv
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in quantitative evaluation of position identity have the

capability to discriminate adequately among alternative posi-

tion identities when applied Army-wide. The test could also

serve: to confirm application of the method to the Reserve

Components, to refine position identification factors/subfactors,

to further simplify methods and procedures, and to generally

improve these innovative processes.

0 Require uniform MACOM compliance with the definitions of

factors and rules set forth in the validated Position Identi-

fication Handbook to ensure consistent results Army-wide.

0 Eliminate apparent redundancies and inconsistencies in the

large number of Army formal directives dealing with position

identification, thereby promoting uniform understanding and

consistent applications in the field.

* Consider selected changes in the present Army approach to the

documentation of wartime manpower requirements which may

now operate to vitiate the long-standing and fundamental

distinction between military and civilian positions.

Detailed discussion of all aspects of this research is contained

in the body of this report. A short sumary of work accomplished by
0e

task is provided in Appendix A.

I, |v

[!



!

SECTION I

DESCRIPTION OF THE PROBLEM

Department of Defense (DOD) Directive 1100.4, dated 20 August 1954,

prescribes "Guidance for Manpower Programs" and specifies that "each

Service shall seek optimum personnel utilization, maintain a high level

of personnel performance and morale, and accomplish missions with a

minimum number of personnel." These basic objectives are supplemented

by policy statements enunciated in that Directive which establish a

fundamental basis for identification (delineation) of individual posi-

tions for incumbency by either military or civilian personnel within

the DOD components:

Civilian personnel will be used in positions which
do not require military incumbents for reasons of
law, training, security, discipline, rotation, or
combat readiness, which do not require a military
background for successful performance of the duties
involved, and which do not entail unusual hours not
normally associated or compatible with civilian
employment.

Indigenous personnel will be utilized to the maxi-
mum extent practicable consistent with security
and the necessity of maintaining a high state of
readiness.

In a "Statement of Personnel policy for Civilian Personnel

in the Department of Defense," DOD Directive 1400.S, dated 16 January

1970, embellishes the basic policy statement enunciated above:

The Department of Defense is responsible for the
security of our country. Civilian employees share
fully in that responsibility. Use of civilian
employees affords abilities not otherwise avail-
able, assures continuity of administration and
operation, and provides a nucleus of trained
personnel necessary for expansion in any emergency.
Civilian employees shall, therefore, be utilized
in all positions which do not require military
incumbents for reasons of law, training, security,
discipline, rotation, or combat readiness, or
which do not require a military background for
successful performance of the duties involved.

I1-1
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In addition to other applicable Directives (DOD Directive 1100.9,

dated 8 September 1971, and others) the Office of the Secretary of

Defense has effectively supplemented and further defined these basic

policies from time to time in connection with specific undertakings.

On II February 1977, the then-Acting Assistant Secretary of Defense

(Manpower and Reserve Affairs) provided the following definitive guidance

to the Military Departments by memorandum, subject: Us.- if Military

Manpower:

NATIONAL DEFINITIONS FOR MILITARY
UTILIZATION CRITERIA CATEGORIES

Combat/Combat Support: positions, while not now in-
volved in combat or in direct support of combat, would
be under a DoD approved contingency plan. Examples
include:

a. combat air crews, Army TOE units, missile
crews, ship crews, etc.

b. Support positions which have tasks which if
not performed could cause direct impairment
of combat capability. Such positions include
security, in-theater logistics support, com-
munications, combat engineering support, and

intelligence.

Contingency Augmentation: positions required by
deploying units in contingencies but not authorized
in peacetime. Examples include aviators, Air Force
Prime Beef teams, and the professional complement
of military hospitals.

Current Military Background: positions requiring
experience more substantial than familiarity with
military administrative procedures or similar capa-
bilities reasonably possessed by civilian employees.
Examples include:

a. officers assigned to direct planning, admin-
istrative, and support activities in which
recent military experience is necessary to
insure that the program is directed toward
proper military requirements.

1-2



I
b. Military personnel assigned as trainers

conducting essential military training based
on practical military experience and current
doctrine.

Direcgt Military Authority: a position which requires
the incumbent to exercise military authority over
military subordinates under the Uniform Code of
Military Justice. In activities staffed by both
military and civilian personnel, the military deci-
pline function may be performed by a military super-
ior at a higher level or a duly appointed officer
elsewhere in the organization.

Military Training Required: positions requiring training
not normally available to civilian personnel. Examples
include: explosive ordnance disposal, advanced skill
paramedics (Navy independent duty corpsmen, Army Special
Forces aidmen) and special weapons controllers.

Statutory: positions requiring a military incumbent by
statute. Examples include: military judge advocates
and directors of certain DoD agencies.

Tradition and/or Custom

A position in which military are assigned to commands/
agencies external to the Service or which are required
for wartime augmentation of commands/agencies external
to the Service. Such positions include those authoriza-
tions currently assigned to activities outside the
Service such as defense agencies, other federal agencies,
unified commands, and international military headquarters.
This category should also be used for positions that
support the required mobilization augmentation of
commands and agencies outside the Service.

Welfare and Morale

A position in Morale, Welfare and Recreation activi-
ties when military command supervision is essential and
cannot otherwise be effectively provided.

No Qualified Civilians Available

A position where qualified civilians are not avail-
able. Normally, foreign national direct hire and U.S.
direct hire categories are interchangeable. In view
of this, if the local labor market in the overseas
areas cannot supply the required skills the recruit-
ment of civilian applicants from the CONUS must be

considered.
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Rotation Base Requirements

A position which does not require a military incum-
bent, but is designated as military to satisfy rotation
requirements.

Career Progression Requirements

A position which does not require a military incum-
bent, but is designated as military to satisfy a career
progression requirement.

Other

A position which does not meet any of the above
criteria, but is designated as military. Provide a
definition of the criteria used to justify the posi-
tion as military.

The Congress has accorded special emphasis to the need for

accurate definitions of and adherence to objective criteria governing

the identification of positions for either military or civilian incum-

bency. In its Report (Number 95-325) accompanying the FY 1978 Appro-

priation Bill, the Senate Appropriations Committee on page 19 directed

the DOD "to submit a special and detailed justification of military

versus civilian staffing required for each of the categories within the

auxiliary, mission support and central support categories in the man-

power planning and programing categories.. .with 1979 budget justifi-

cations." Concurrently addressing essentially the same issues, a

Senate Armed Services Committee Print released in September 1977 and

based on a Brookings Institution study suggested that:

The ground rules that govern the relative numbers
of military and civilian employees in the armed
forces are imprecise, and the rationale underly-
ing the determination of the current composition
is unclear... Few would doubt that those who
directly support the combat forces and thus
would be expected to operate in a combat zone

1-4



I
should be uniformed personnel. Even when aggree-
ment is reached on this obvious point--that "com-
bat forces" should be composed of military per-
sonnel, a question remains: What constitutes the
"combat forces?" The distinctions are not as sharp
as they appear.1

Current Department of the Army (DA) directives, policies and

procedures adapt and promulgate for Army-wide application the basic

policies prescribed for application by the military departments under

governing executive and legislative mandates. Chapter 5, AR 570-4,

comprehensively enunciates and further defines military/civilian de-

lineation criteria for DA use. It is noteworthy, however, that like its

counterpart DOD Directives, AR 570-4 enunciates the governing criteria

in narrative terms and in a functional and qualitative context. As in

the case of the executive and legislative mandates upon which it is

based, DA policy and procedural guidance relies in substantive measure

upon the judgment based on experience, maturity, background, and train-

ing of the Army practioners responsible for its prompt, effective and

consistent application. Recognizing this degree of reliance upon the

individual practioner's diligence and judgment, DA has published useful

complementary tools in the form of other DA directives designed to

contribute to the Department's criteria application objectives.

Within the military manpower category, position identification

criteria clearly distinguishing between commissioned officer, warrant

officer and enlisted incumbency are at least as critical to the most

effective functioning of the active force as are the basic military

versus civilian standards first summarized above. AR 310-49 affords

detailed coverage of these military subsets, with particular emphasis

upon the officer category. Additional exhaustive policy and procedural

guidance is contained in AR 570-2 and in DA staffing guides in the 570

series.

1Committee Print (95th Congress, 1st Session), Shaping the Defense
Civilian Work Force, Committee on Armed Services, United States Senate,
U.S. Government Printing Office, 1977, p. 55.

. . 1-. . . . .... i_ _ ..



In fairness, it must be added here that a number of other DA

policy and guidance documents either directly or peripherally address

the matter of position delineation by officer, warrant officer, enlisted

and civilian category; it cannot be said that each of these official

pronouncements is completely uniform or precisely consistent in approach

and content. That aspect aside, it is apparent that the bulk of these

guidance and policy materials are couched in a narrative functional and

qualitative context. They rely for their effective implementation upon

the best objective judgment of their users. Inevitably, degrees of

subjectivity become a part of that judgmental process. In such matters,

degrees of subjectivity tend to vary in inverse proportion to the degree

to which concise quantitative methods are applied. That principle has

been well demonstrated through the application of contemporary quanti-

tative analytic techniques to such related issues as the accurate, con-

sistent and uniform determination of grade and pay levels by position

in both the public and private sectors.

Though it cannot be asserted that the use of quantitative methods
1 -

will obviate the need for individual judgment -- nor should it -- a

fundamental need exists for a simple, consistent, objective quantitative

method of properly identifying each active Army manpower positon for

co-mmissioned officer, warrant officer, enlisted or civilian incumbency.

That need is predicated upon the overriding demand within the Executive

and Legislative Branches for equally consistent, competent, understand-

able and provable methods of justifying armed forces manpower -- a costly

"commodity" in short supply. That demand faces each of the military

On questions of the exercise of judgment in manpower management, it is

appropriate to take note of a recent comment by the House Armed Services
Committee: "The operations research and systems analysis techniques
which have characterized the Department of Defense approach to the
management and decision-making process for the volunteer force are worth-
while and produce objective data which can assist the policy maker.
However, the reliance on this type of analysis can be overdone and ob-
scure some important facts in a subject area as subjective as manpower
and personnel management unless it is blended with a judgment of aspects
of the issue less conducive to precise measurement and categorization."
See House of Representatives Report Number 95-1118 (95th Congress, 2nd
Session), Department of Defense Appropriation Authorization Act, 1979,
6 May 1978, 

p. 35.
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departments. It is not unique to the Department of the Army, but did

receive explicit recognition in Chief of Staff Memorandum 76-570-62,

subject: Determination of Officer Requirements, dated 3 December 1976:

I'. This memorandum directs the development of an
improved system to quantify and display officer
requirements, a comprehensive review of the
policies and procedures generating those re-
quirements, and a review of officer position

p\ requirements in selected activities.... The
criteria which differentiate positions between
commissioned, warrant, enlisted or civilian
are key to determining officer requirements....

The objective of the GRC study as specified under the current

contract "is to devise an improved, quantitative methodology for

establishing each position in the (active) Army's structure properly

as commissioned officer, warrant officer, enlisted or civilian." Man-

power managers currently lack precise quantitative criteria for use in

* position delineation on a more exact, objective basis. This GRC study

was predicated on certain explicit assumptions which help to define the

parameters of the problem:

0 This study shall address military and civilian (including

foreign national civilian direct and indirect hire) positions in the

active Army--as distinguished from the Reserve and National Guard

components--but specifically excluding contractor and nonappropriated

fund functions, resources or positions in the Army strucure.

0 An objective review of TOE (as well as TDA) positions in

all categories--i.e., combat as well as combat support and combat

service support--should be undertaken if the study results are to be

1- fully objective and credible.

0 Because the study is funded at less than three man-years

4- of effort under the current contract, it will not be possible to assess

L. every position/function within the active Army. The study effort is

designed to apply the devised quantitative procedures for position

[identity definition to a representative sample of positions currently
in the active Army force structure.

1-7



0 To date, no fully satisfactory quantitative technique for

determining position identity has been developed by any Defense component.

Recognizing this challenge, and in due consideration of the judgmental,

policy and managerial considerations involved, GRC has developed a con-

ceptual methodology which combines both decision-logic and quantitative

steps as part of an overall identity-determination construct. While

the GRC study effort will not rely exclusively on quantitative methodology,

quantitative elements will be incorporated whenever proven and appro-

priate.

0 Positions as opposed to incumbents (or "spaces" as opposed

to "faces") in the active Army structure constitute the basic building

blocks of the study effort, as fully discussed in the following para-

graphs.

Though addressed exclusively to the issue of Federal civilian

employee pay/grade classification, the following quotation from the

proceedings of the 1931 Personnel Classification Board aptly articulates

the proper focus of the current research:

The allocation of a position is based upon the
duties actually performed in that position by
its occupant and not upon what the occupant may
be able to do in a different assignment, but
actually does not do in his present position....
Accordingly, the correct viewpoint is that
positions are to be allocated on the basis of
their duties and responsibilities irrespective
of the qualifications possessed by the incum-
bent .... 1

Our analysis is concerned with positions--as distinguished from

the individuals who fill those positions. It is focused upon the duties

which must be performed in those positions, and the responsibilities

which may be exercised. It is clear that the attributes of individual

'U.S. Personnel Classification Board, Closing Report of Wage and
Personnel Survey, House Document 771 (71st Congress, 3rd Session),
1931, p. 141.
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incumbents may affect quite directly the way those duties and respon-

sibilities are executed. Our purpose, however, is not to determine what

a given individual may be able to do in a given position or in alternative

assignments. Rather, our purpose is to regularize the method of delineat-

ing individual positions by category (i.e., commissioned officer, warrant

officer, enlisted, in-service civilian).

Because the ultimate objective of our research was the development

of an improved category analysis methodology, the breadth of our focus

upon duties and responsibilities was substantively broader than the

individual job analysis and classification process contemplated in the

above quotation. That is, our analyses took account of duties, respon-

sibilities, and related factors peculiar to the aggregation of positions

which constitute each category.

Among the most important of these category characteristics were
"condition of employment" factors (i.e., potential exposure to hostile

fire, statutory or Executive Order or force-of-law regulatory mandates

.. governing positon categorization, comparable national agreements or

union or interagency commitments and mandates, etc.) applicable to given

positions. They are, effectively, the counterparts of individual posi-

tion-associated "level of employment" factors (i.e., level of executive

and managerial skills required, technical skills and knowledge needed,

level of position within the organization, etc.)

Of comparable import are category characteristics generated by

resource constraints imposed upon Departmental manpower. Perhaps the

most evident of these are the explicit limitations having their genesis

in law. They include budget end-strengths by manpower category, either

prescribed by Congress in annual Defense Appropriation Authorization

Acts, or allocated by Executive Branch authorities based on such enact-

ments (e.g., Secretary of Defense apportionment to each military service

of a share of the aggregate annual Federal civilian end-strength ceiling

prescribed by the Congress). Comparable permanent law constraints apply

1-9



as well (e.g., the 1 percent and 2 percent active force limits upon

enlisted grades E-9 and E-8, respectively, prescribed in Title 10, United

States Code).

Perhaps less explicit and visible, but equally compelling, are the

related force structure and force balance constraints imposed upon

management. While many of these constraints relate directly to the

:ndividuals who fill active Army positions, and not exclusively to the

functional job demands of the positions they occupy, our analyses of

these structure and balance issues was focused upon groups of positions

or the aggregation of positions which constitute each category--as dis-

tinguished from individual incumbents. For example, avoidance of un-

economic or unacceptable-length individual overseas tours for military

members depends upon a proper numerical balance of domestic and overseas

positions, by function. Adequate career progression rates for the

individual member depend upon a proper numerical balance of positions

by skill and grade.

In sum, these position balance constraints within categories may

materially alter the character a given position would otherwise possess

if assessed exclusively in terms of the relatively narrower functional

demands of its unique job tasks alone. For purposes of our analyses,

the "unconstrained" assessment based on job tasks alone will result

in delineation of the ideal identity of individual positions; where

applicable, the broader assessment, taking full account of mandates

and limitations which constrain management decisions governing position

delineation, will result in selection of the preferred alternative

identity of individual positions.

In either case, the focus of our research and analyses was upon

identification and categorization of the position, not upon the indi-

vidual incumbent.

This elaboration of the problem addressed in the course of the

current research confines itself to "target definition" issues. Selected

1-10
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I SECTION 2

CURRENT POSITION IDENTIFICATION METHODOLOGY

The preeminent manpower objectives of the Department of Defense

(DOD) and the Department of the Army (DA) are to assure that sufficient

trained personnel are available upon mobilization to man the Armed Forces

and sustaining structure; and to assure optimum personnel utilization

T accomplishing missions with a minimum number of people. To meet these

manpower objectives, there are available to DA:

* Full-time active duty military personnel

* In-service Federal civilians employed by DA at domestic and

oversea locations, as well as foreign national direct and

indirect hire civilians employed abroad

& Civilians employed by DA nonappropriated fund Federal

instrumentalities

* Members of the Army Reserve and the Army National Guard

in the Selected, Ready, Standby and Retired Reserve

* Private sector firms, organizations and individuals available

under contract to perform services or provide equipment,

* materials and supplies.

As noted in the preceding section describing the problem and

outlining the objectives of this research effort, our study is limited

exclusively to positions filled by the military and civilian members

referenced in the first two manpower elements defined above. Some
clarification of the depth of study coverage to be afforded the positions

[ embraced within those two elements based upon current departmental

practice is in order.

['Exclusion of National Guard and Reserve Forces positions from this
study does not result in exclusion of Reserve Technician (AR 140-315)
and National Guard Technician (Title 32, United States Code) positions.
The latter are a part of the active Army force structure.

E
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Simply stated, the positions which are the prime focus of the study

are those which:

0 Are a part of authorized Army "force structure" manpower

(excludes "individuals" manpower authorized for transients,

patients, prisoners, holdees, students, trainees, and cadets

within the active Army)

0 Are included in the "strength levels" prescribed in modi-

fication tables of organization and equipment (MTOE) (i.e.,

strength level 1 (100%) or strength level 2 (90%), etc.)

0 Are included in the "authorizations" column as distinguished

from the "requirements" column of tables of distribution

and allowances (TDA) units (i.e., the authorized manpower

levels to attain unit capabilities currently prescribed by

competent authority; as distinguished from higher or "full"

capabilities, based on an approved manpower survey, which

may be reflected by the manpower levels incorporated in the

TDA requirements column).

None of the foregoing is intended to imply that each and every

position and function in the current active Army force structure has

been/will be analyzed in the course of this study. Rather, as previously

noted, the constrained resources available to support the study effort

were applied to a representative sample of positions currently in the

active Army force structure. Successful application to that sample of

the devised quantitative procedures for position identity definition

should, with minimal modification, allow extension of the final approved

quantitative methodology for Army-wide application.

To assure that there is no misunderstanding of the "individuals"

manpower alluded to above and excluded from the Army "force structure"

and from this study, the reader is referred to Table 2.1. That por-

trayal of the aggregate manpower composition of the active forces of

the several military departments, arrayed for the Congress by Defense I
Planning and Programming Categories as well as by the 10 Major Defense
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Programs, graphically depicts the "individuals" manpower elements as
compared to the "force structure" manpower elements. In each case, the

"individuals" subsets are either already quantified by category in law

(see 10 USC 4342 on cadets) or are a quantitative function of the aggre-

gate number of military members apportioned annually to the Military

Departments by OSD based on the content of the Defense Appropriation

Authorization Act and the Defense Appropriations Act. The manpower

authorizations in each of these "individuals" subsets are the result of

application of quantitative techniques at varying levels of sophistica-

tion. There is no question of the proper category (i.e., commissioned

officer, warrant officer, etc.) in which the manpower authorized as a

result of those computations belongs. Neither is it a part of our

study charter to determine the accuracy or relative merit of those

computations. Accordingly, they are not further considered in the

course of this research effort, and are accepted as given.

Similarly, our study charter does not include a mandate to assess

the MTOE "strength level" or the TDA "authorizations" column currently

authorized for staffing by competent DA authority. We will generally

accept those "strength level" and "authorizations" column prescriptions

as given, insofar as they establish the number of positions and the

skills required for the MTOE and TDA units concerned. With respect to

the proper delineation of those positions as either military or civilian,

it will be recognized that the man-hour availability factors applied in

determining the number of positions required could have a very direct

bearing upon the category delineation d 'ision. For example, in the

case of MTOE units, current DA practice is that:

"TOE unit manpower requirements are developed on a 12-hour

shift basis." (Paragraph 4-3, DA PAM 570-4, 3 April 1974,)

* "...the total available time is.. .365 days or 4,380 man-hours."

(Paragraph 2-7a, AR 570-2, 22 July 1969, as changed.)

* Total available time is converted to productive, nonproduc-

tive and indirect productive categories in consonance with

TOE manpower authorization criteria (MACRIT) in AR 570-2.
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The study assumption will be that the results of these practices

accurately reflect average individual man-hour availability in wartime.

If that assumption were not borne out by the facts in any given case,

however, there could be a direct impact upon the designation for military

incumbency of affected MTOE positions. For example:

, If the wartime man-hour availability factor were understated

for a given unit, the number of military positions listed in

the MTOE as required by function within the unit in wartime

could be over stated, with at least two possible results:
1

- Assuming the overstated positions were not required

for peacetime garrison operations, they could be

deleted from the MTOE and realigned for use elsewhere.

- Assuming the overstated positions are required for

peacetime garrison operations, they could be deleted

from the MTOE and realigned to a TDA augmentation

document.

- In either case, absent compelling alternative reasons

for military incumbency, it is conceivable that the

realigned positions could be considered for civilian

incumbency on the basis that they are not required in

wartime in the MTOE unit and function concerned.

0 Conversely, if the wartime man-hour availability factor

were overstated for a given unit, the number of military

positions listed in the MTOE as required by function within

the unit could be understated, with at least two possible

results:

- Since the understated positions would be required

for wartime operations, they could be added to one

or more of the MTOE strength levels of the unit con-

cerned.

[iThe importance of accurate man-hour availability data was emphasized
in GAO Report B-133370, "continuous Management Attention Needed for
Army to Improve Combat Unit Personnel Requirements," dated September 5,
1978.
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If the decision were made to add the understated

positions to the MTOE strength level currently autho-

rized for staffing, those positions might be realigned

from another active Army source and allocated to the

MTOE unit concerned.

In either case, either the active or the reserve

mobilization resource balance of the Department by

manpower category could be affected to accommodate

the position realignments involved.

By way of further definition of DA practice and the methodology

employed in this study, there are discussed in later portions of this

report the procedures used in allocating positions to units, organiza-

tions or agencies outside the Department of the Army. These position

requirements and their category delineation are normally based upon

negotiation and mutual agreement with lateral or higher authority; or

are effectively predicated upon direction received from higher authority.

There is no question that the allocation of these positions outside the

Department imposes constraints upon DA manpower managers. Their allo-

cation further limits the already scarce manpower resource which Army

managers have available to satisfy position requirements within the

"internal" Army force structure. They can, of course, aggravate as

well the already stringent existing ceilings applicable to given man-

power categories, civilian and military. Whatever their impact, however,

it seems clear that any needed changes in the delineation by category

of Army positions allocated to activities outside the Department will

be heavily dependent upon the concurrence of lateral or higher authority.

The likelihood of concurrence should be greatly enhanced by demonstrated

excellence in the position delineation arena within DA, as a model for

application to positions outside DA. Accordingly, prime emphasis in

the course of this study is being placed upon positions within the

Department.

2-6
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The Congressiona. "Least Cost" :tandate

It is the sense of Congress that the Department
of Defense shall use the least costly form of
manpower that is consistent with military re-
quirements and other needs of the Department of
Defense. Therefore, in developing the annual
manpower authorization requests to the Congress
and in carrying out manpower policies, the
Secretary of Defense shall, in particular,
consider the advantages of converting from
one form of manpower to another (military,
civilian, or private contract) for the perfor-
mance of a specified job. A full justification
of any conversion from one form of manpower to
another shall be contained in the annual man-
power requirements report to the Congress re-
quired by section 138(c) of title 10, United
States Code. 1

Congress annually reviews its quoted 1974 cost mandate in hearings

on the President's Budget request. In due course, it annually enacts

manpower authorizations in the form of end-strength aggregate ceilings

on active force military and civilian manpower. The active force

military ceilings are normally prescribed as a total military end-

strength, by Military Department, and are contained in annual Depart-

ment of Defense Appropriation Authorization Acts. A single civilian

ceiling has in recent years been prescribed for DOD in the same Act,

with apportionment authority vested in the Secretary of Defense.

The composition by number and grade of each manpower category

(commissioned officer, warrant officer, enlisted, civilian) is addressed

in the course of legislative hearings, as well as in budget back-up

material formally submitted to interested committees in support of the

budget request. Concurrently, cost data by manpower category and grade

Section 502, Department of Defense Appropriation Authorization Act,
1975 (Public Law 93-365), August 5, 1974. The section is incorporated
in the annotations to 10 USCA 138.
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1
are regularly reviewed by the Congress. From the other point of view

of emoluments paid to individual members, both the Congress and the

Executive Branch on an annual as well as quadrennial basis seek to assure

reasonable pay and "comparability" for Federal civilians and military
2

members.

It should be noted that the 1974 Congressional "least costly...

manpower" edict quoted above was enunciated at a time when the full impact

of Federal pay equalization was being felt, and when the controversy

over use of civilian contract service alternatives to performance in-

service by Federal employees was rising to a crescendo. That contro-

versy culminated in a partial FY1978 contract service moratorium, pend-

ing submission of a joint report on the subject to the Congress by the

Office of the Secretary of Defense (OSD) and the Office of Management
3and Budget (OMB). Manpower "mix" in general, and particularly in-

service to contract service conversions of DOD functions based on rela-

tive cost, have been items of intense Congressional interest in recent

years. Prior to the FY 1978 contract moratorium, that interest had

been sparked by relatively wide swings in the percentage basis estab-

lished by OMB for use in computing cost to the Government of retirement

and insurance fringe benefit entitlements of Federal civilian employees:
4

1See, for example, Section XIV, Cost of Manpower, Manpower Requirements
Report for FY1979, Department of Defense, February 1978.

2See, for example, Report of the President's Commission on Military
Compensation, GPO, April 1978.

3See Section 852, Department of Defense Appropriation Act, 1978 and
Section 809, Department of Defense Appropriation Authorization Act, 1978.

4See Hearings before the Post Office and Civil Service committee on
Employee Ethics and Utilization, U.S. House of Representatives, July 1977.
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FY 1976 Change Effective Change Effective
and Earlier October 1976 June 1977

Retirement 7.14% 24.7% 13.1%

Health Insurance 1.00% 3.5% 3.5%

Life Insurance 0.30% 0.5% 0.5%

8.44% 28.7% 18.1%

In a revision to OMB Circular A-76, Subject: Policies for Acquir-

ing Commercial or Industrial Products and Sources Needed by the Govern-

ment, dated March 29, 1979, these rates were further revised to require

a 20.4% retirement factor and a combined health and life insurance

factor of 3.7%. As will be seen in subsequent sections of this report,

proper selection between the military and civilian personnel categories

for the performance of commercial/industrial-type product and service

functions is an important factor in the position identification process.

However, as previously noted, the contract alternative to in-service

civilian performance is excluded from our study. Accordingly, the

contract alternative issue, and the associated cost comparison factors,

will not be treated further in any detail in this report.

The cost of in-service personnel in both the military and civilian

categories, on the other hand, does have a bearing on our study, however

indirect. Whether it is more or less costly to employ military or

Federal civilian manpower in the performance of a given function is,

of course, a matter of continuing interest. Alternative methods have

been used from time to time in making cost comparisons between military

and Federal civilian performance. The results have tended to vary

based on such factors as levels of skill involved in performance of the

functions concerned, and the comparative cost factors selected for

inclusion in one's analysis (e.g., Social Security payments by military

members; contributory retirement payments by Federal civilians; civilian

gross pay versus military pay, allowance, and tax advantage factors).
1

11

iConfirming the prior "lack of good measures for making cost comparisons,"
a recent study advances a measurement technique demonstrating "the average
costs for military and direct-hire civilian personnel are within a few
hundred dollars of one another." Richard V. L. Cooper, Military Manpower
and the All Volunteer Force, Rand Corporation, September 1977, pp. 295
and 301.
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In the final analysis, military and civilian category cost factors of

key concern within both the Legislative Branch and the Executive Branch

have been related primarily to development of equitable compensation and

retirement systems such as those addressed in the 1978 Report of the

President's Commission on Military Compensation; or initiatives such as

shifting to a military retirement accrual budgeting system, and reform

of the Federal wage system for Wage Board employees, both of which are

addressed in the DOD Manpower Requirements Report for FY 1979. While

cost must be and is a matter of continuing concern and consideration at

every echelon within the Department, the category delineation decision

for in-service military and civilian members is now largely driven by

the characteristics of the job itself and the environment in which it

must be performed. Considerations of cost and "affordability" properly

play a vital role, probably the vital role in constructing and maintain-

ing the aggregate national military capability. But it is the individual

position, its demands, and the environment in which its responsibilities

are carried out which now drive Departmental policies and procedures

relating to the delineation of the proper manpower category for individual

positions. These are the factors which, in turn, largely drive the

position delineation decision in the field. This section of our report

is devoted to their description and a weaving together of the cogent

directives and publications on which they are based.

SELECTED DA MANPOWER MANAGEMENT PROCEDURES

A summary description of selected manpower management functions

and procedures as they are carried out in the Army today will enhance

our subsequent synthesis of position delineation-criteria. This summary

is based in part upon information derived from staff and field interviews

conducted by the GRC Study Team in Army field units in the Washington

metropolitan area, and telephonic discussions with manpower managers

and force development personnel. While frequent reference is made to

published directives, our description is directed toward a mechanical

examination of steps that are taken, and what the manpower control

officers in the field whom we contacted believe is the current procedure

for determining position identity.
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The basic directive covering manpower management functions in the

US Army is AR 570-4, "Manpower Management," 17 November 1975. This

-regulation sets forth objectives, principles, and responsibilities for

S. manpower management and utilization. Procedures for accomplishing these

functions throughout the Army are promulgated in DA Pamphlet 570-4,

"Manpower Procedures Handbook," 8 April 1974. Annex A to that pamphlet

provides a listing of other official publications which direct, limit,

or establish policies regarding use of military and civilian manapower.

The listing is not all-inclusive; it is intended to serve as a guide to

manpower control officials in locating possible sources of information

governing the use of manpower in specific functional areas. The listing

* is, however, symptomatic of the multitude of directive and guidance/

reference material to which the manpower manager is expected to be

responsive. It is true that, almost without exception, these publica-

tions refer to AR 570-4 as the central source of policy guidance. As

indicated previously on page 1-6 of our "Description of the Problem,"

however, it cannot in fairness be said that each of these directives

is completely uniform or consistent in approach and content.

*. Manpower Allocation and Documentation

Prior references have been made to the role of Congress in con-

tributing to the foundation upon which utilization policy in the Armed

Forces is based. In the final analysis, it is the Congress which

establishes the fundamental parameters within which the manpower manager

must work in the near term in delineating positions by category. That

is, the Congress annually specifies how many military and civilian

members the Armed Forces may have. For the active forces, and subject

to certain apportionment authorities vested in the Secretary of Defense,

the Military Departments are effectively limited to manpower ceilings

expressed in terms of both strength and dollars. In the case of military

personnel, appropriations are pegged to the numbers of commissionedi officers, warrant officers, enlisted members and cadets requested in

jthe President's budget and approved by the Congress.
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The allocation of manpower authorized and apportioned to DA is a

function of the Office of the Deputy Chief of Staff for Personnel

(ODCSPER), specifically the Directorate of Manpower Plans and Budget

(DAPE-MB). The Allocation and Documentation Division (DAPE-MBA) of the

Directorate distributes military and civilian manpower via Program

Budget Guidance (PBG) to MACOMS and to certain agencies of the Army

Staff; and via Manpower Voucher (MV) to about 27 other agencies such

as smaller field operating agencies, joint activities and military

missions. While the Office of the Deputy Chief of Staff for Operations

and Plans (ODCSOPS) formerly exercised proponent responsibility for

certain manpower "spaces" as distinguished from personnel "faces"

functions, these manpower and personnel functions were recently con-

solidated within ODCSPER. The Directorate of Manpower Plans and Budget

(DAPE-B) now exercises primary HQDA staff responsibility for both

manpower allocation and manpower delineation/utilization by category.

Military manpower is allocated by military identity (commissioned

officer, warrant officer, enlisted). Civilian manpower is allocated by

U.S. and foreign national direct hire, and indirect hire components.

Receiving commands and agencies have the fundamental responsibility,

within the totals allocated, for reallocating and balancing their

authorized manpower among the Modified Table of Organization and Equip-

ment (MTOE) and Table of Distribution and Allowances (TDA) units under

their jurisdiction. MTOE and TDA documents incorporated in The Army

Authorization Documents System (TAADS) contain "required"

personnel strengths to support the assigned missions of Army units at

wartime or prescribed levels of capability; and "authorized" personnel

strengths which accommodate to the realities of manpower resource avail-

ability. All commands, staff agencies and activities preparing or

approving MTOE/TDA "authorization" documents are responsible for com-

pliance with policies governing establishment and categorization of

positions.

The general responsibility for functions of manpower management

in the field after allocation of manpower resources by HQDA to using

2-12
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activities, is charged by paragraph 1-7d(4), AR 570-4, to commanders of

MACOHS. The management of selected specialized or professional manpower

resources is, however, charged to certain top functional managers (i.e.,

the Chief of Engineers and the Surgeon General for their staff support

and field operating agencies; the Chief, National Guard Bureau for the

National Guard Technicians appointed under Title 32 of the U.S. Code,

and for his subordinate staff support agencies). Certain manpower manage-

ment functions are effectively further delegated to unit or organizational

levels where "authorization" documents are prepared.

Commanders or their designated agents are charged with continuous

evaluation of manpower requirements to ensure that staffing is in con-

sonance with mission priority. They are to review and recommend revision

of TDA and MTOE documentation in accordance with AR 310-49, "The Army

Authorization Documents System," 10 June 1975, as changed, to ensure

that the minimum number of positions required to perform assigned missions

is documented in the appropriate grades and skills. They are also to

"* recommend changes to TOE in accordance with AR 310-31, "Management System

for Tables of Organization and Equipment," 2 September 1974, when man-

power economies can be effected. In reviewing their operations, commanders

are to consider management improvement techniques or services to deter-

mine where better manpower utilization may be achieved. Manpower made

available through improved management practices is to be used in accor-

dance with all directives affecting manpower utilization. Changes to

an organization may be initiated by unit commanders, higher headquarters-

directed actions (change in mission, workload, or manpower levels) and/

or may be the result of an approved manpower survey.

There is prevalent in these DA mandates a philosophy and a method-

ology that is intended to give to the commander latitude and flexibility

jin structuring the command work force. This approach does, however,

inherently accept the possibility of more or less variation in the

[execution of functions of manpower management in different organizations.
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POSITION IDENTIFICATION/DELINEATION FACTORS

The balance of this section is dedicated to a description of cur-

rent position identification methodology as practiced in the Army. It

is based upon the collection and analysis of relevant reference materials

completed in the "Review and Analysis" tasks under the current contract

effort. Our synthesis is designed to:

& Describe current DA position identification methodology in

terms of category delineation factors.

0 Define those factors:

- Initially in terms of the relevant reference materials

and directives governing each

- Ultimately in concise language synthesized from the

initial narrative definition

0 Place those factors in rank order of their relative impor-

tance in driving the position identification/delineation

decision.

We have previously noted that AR 570-4 is the "basic" manpower

management directive. Chapter 5, 'Manpower Utilization," focuses on

position identification and delineation of military and civilian posi-

tions.

We have also previously noted the existence of many other relevant

DA references and directives. Their abundance, diversity, and variety

led us to the conclusion that the structure and order of factors/issues

addressed in Chapter 5, AR 570-4, being well known to the Army manpower

management practitioners to whom this report will be of greatest interest

and use, offered a logical and familiar framework for our detailed

description of category delineation factors.

Accordingly, our succeeding paragraphs are preceded by a reference

or verbatim excerpts from Chapter 5, AR 570-4. Each is followed by a

narrative description citing references and directives applicable to
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the issues addressed in the opening excerpt. For clarity and concise-

ness, the ensuing discussion includes verbatim extracts of only those

passages or portions thereof which have important direct or peripheral
i. bearing on position delineation policy.

"Assistance" vs. "Direction" in Manpower Utilization

."17 Novemr 1975 AR 570-4

~CHAPTER 5
" " e r MANPOWER UTILIZATION

5-1. Purpose. The purpose of this chapter is to
assist commanders in the proper utilization of
manpower and in the development of manpower

* authorization documents." (Emphasis added)

We have previously alluded to a degree of latitude and discretion

extended to Army commanders in determining the proper manpower category

for positions allocated to them. The practice is reflected in the

tone and tenor of governing Army regulations and associated publications.

They tend to avoid the use of explicitly "directive" language. In lieu,
V" their thrust is that the governing Army publications enunciate general

policy, while concurrently providing "guidance to assist" commanders

in delineating individual positions. As examples:

i Staffing Guides (see DA PAM 570 series) provide "guidance"

as an "aid in staffing...and in designating military and

Kcivilian positions."
0 Appendix B, Position Authorization and Delineation Criteria,

AR 310-49, begins with a brief description of commissioned

officer position attributes, follows with a listing ofE
2-15



warrant officer position criteria, and specifies that

positions which meet all or most of the latter "may be

considered for classification as warrant officer positions"

(emphasis added).

While the Manpower Procedures Handbook (DA PAM 570-4, 8 April 1974)

implementing AR 570-4 also specifies in its foreword that the Handbook is

for general information and guidance, we do not imply by these examples

that OSD or other-service regulations are always substantially more

"directive" in tone and content. There are, however, some notable

differences in tone and content.

" DOD Directive 1100.4, Guidance for Manpower Programs,

20 August 1954, does use the work "guidance" in its title,

and repeat that term and the phrase "general manpower policies"

in its statement of purpose. On the other hand, "directive"

language is frequently used in the text (e.g., "civilian per-

sonnel will be used in...," see paragraph IV, DODD 1100.4) as

well as in the text of related regulatory documents treating

the matter of manpower utilization (i.e., "civilian employees

shall, therefore, be utilized in all positions which...," see

paragraph IVA, DODD 1400.5, Statement of Personnel Policy for

Civilian Personnel in the Department of Defense, 16 January 1970).

" Chapter 1, Manpower Utilization, of Air Force Manual

(AFM) 26-1, 8 May 1973, as amended, deals with "the

policies and procedures for determining which forms of

manpower should be used...." In establishing when to use

specific categories of manpower, the directive typically

uses the phrase "military personnel will be used" or
"civilian manpower is used" (see paragraphs 1-3b and

1-4b, AFM 26-1; emphasis added).

It should also be noted that the relatively few formal, numbered

DOD issuances (DODD 1100.9, 1400.5 and 1400.6) prescribing rules for

manpower category delineation, use consistent if not identical language

in addressing the same or comparable issues. In the Air Force, AFM 26-1
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j is, essentially, the single source of manpower utilization direction for

the Department. These circumstances tend to encourage consistency in

the application of admittedly complex and largely subjective policies/

procedures.

While time and resource limitations preclude an assessment in any

depth, we should note here in passing that responsibility in the Navy

for determining whether new positions should be filled by officer, en-

listed, or civilian personnel appears to be decentralized. As new weapons

systems are developed, the responsible "program manager" determines

* - applicable manpower requirements of that system. Barring budgetary con-

straints, these manpower needs can become part of the Navy's program.

The responsibility to accommodate budgetary constraints, when imposed,

has in past been broadly allocated for absorption by principal sponsors

within the Navy program.

In the course of fact-finding discussions with HQ DA representatives

and Army unit manpower representatives at and below middle management

levels, in the Washington, D.C., Metropolitan area, the GRC study team was

repeatedly advised that greater uniformity and consistency of position

delineation criteria in a principal source document or documents would

be highly desirable. Salutary outcomes were postulated in the form of

more regularized and consistent application of governing policies and

procedures.

Military vs. Civilian Position Delineation.

AR 570-4

"5-2. General utilization policies, a. **

b. Manpower requirements consist of a com-
bination of military personnel and US civilian
and foreign national civilian employees. Each
of these categories of manpower has unique
qualities which, when integrated into an effi-
cient and cohesive team, are necessary for the
sucessful performance of the mission of the
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Department of the Army. Military personnel
furnish the capability to conduct, control, and
support combat operations. US civilian person-
nel make up the major part of the supporting
workforce, provide essential stability, con-

tinuity, and a number of skills not normally
found among military personnel. Foreign na-
tional civilian personnel, in varying degrees,
provide the same qualities as US civilian per-
sonnel; the extent of their employment depends
on their anticipated availabilities during hostili-
ties, the availability of skills, security restric-
tions, the objective of reducing US military
and US citizen civilian presence overseas, and
the impact on the international balance of pay-
ments. The employment of civilians in all
feasible positions reduces the requirement for
a large military force and permits assignment
of the maximum number of military personnel
to combat and combat support TOE units."

"Allocating and balancing manpower space authorizations among

MTOE and TDA units by identity i.e., officers, warrant officers, enlisted

personnel, direct hire U.S., direct hire foreign national, and indirect

hire" is the explicit responsibility of "commanders of major Army commands/

agencies;" and they are explicitly charged as "responsible for...preparing

MTOE and TDA" (see paragraphs 2-8 and 2-9, AR 310-49). In carrying out

those direct responsibilities and, specifically, in allocating manpower

by position identity, it seems quite clear that perhaps the most funda-

mental factor applicable to all manpower categories and directly influenc-

ing manpower managers at all levels, is the overall number of military

and civilian manpower authorizations available in the first place. In

the first analysis, the ultimate DOD goal is to "accomplish approved

national military objectives with a minimum of manpower so organized

and employed as to provide maximum effectiveness and combat power"

(paragraph II, DODD 1100.4; emphasis added). For the Army manpower

manager operating under that mandate, "the primary consideration in the

utilization of manpower and the establishment of positions is the re-

sponsible and successful execution of the assigned military mission

using the minimum number of personnel" (paragraph 5-2a, AR 570-4;
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emphasis addad). In the final analysis, then, "in determining how to

make the best possible use of manpower resources, the commander is

governed by the number of manpower spaces (by military and civilian

identity breakout) authorized for an activity or unit in the manpower

directive or voucher" (paragraph 3-5a (2), AR 310-49; emphasis added).

Thus, the availability or, conversely, the lack of manpower re-

sources by category, function, or location can be a most influential

(at times, the most influential) factor in the position identity process.

Against that background, it is clear that:

* Current and future Army position delineation actions are

and will be directly influenced by the basic factor of

manpower resource availability.

* Current and future position delineation methods and systems

must take account of the fact that:

- An "ideal identity" exists for each Army position--

military or civilian--based upon the tasks inherent

in the position.

- An "alternative identity" may have to be assigned to

selected Army positions based upon the fundamental

issue of manpower authorizations available by category.

- A "preferred alternative identity" may have to be

determined in such cases, and should be based upon

objective assessment of manpower resource availability

by category, the characteristics of each position

being considered, and the ultimate impact of the

selected alternative identity upon the manpower cate-

gories affected.

L" The practical need for alternative position identities is well

recognized in applicable directives. Joint Chiefs of Staff (JCS)

Pub. 3, Volume 1I, 31 August 1973, specifies in paragraph 030201 e (2)

"certain positions otherwise suitable for civilian incumbency will be
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designated as military when required to fulfill specific military

personnel or mission requirements"; for example, "in order to provide

military personnel an equitable share of duty in the United States be-

tween periods overseas or aboard ship." In the same vein, OMB Circular

A-76 recognizes the alternative use of Federal civilian or military

personnel in some positions producing commercial/industrial products/

services for which the Government would otherwise normally rely on the

private enterprise system when, for example "the activity is essential

for training in those skills which are exclusively military in nature";

or when justified "to ensure a ready and controlled source of technical

competence and resources necessary to meet military contingencies."1

Finally paragraph VIIC, DODD 1100.9, enunciates the principal that

"positions which might be designated as 'military' or 'civilian' will

be designated appropriate to one or the other, but not both; reasonable

opportunities for career development will be an important factor in these

instances."

Aside from these basic considerations of manpower resource avail-

ability by category and selection of ideal or alternative identities by

position, the several rules to be applied in evaluating individual posi-

tion characteristics with a view to proper military vs civilian identifica-

tion are enunciated in paragraph 5-2b, AR 570-4, quoted above. Subsequent

portions of Chapter 5, AR 570-4, treat those general rules in somewhat

greater narrative detail; other portions address the desired identity

(i.e., commissioned officer, warrant officer, enlisted or civilian) for

selected individual positions. For purposes of continuity in this dis-

cussion, our ensuing paragraphs will first dispose of remaining aspects

of the military vs civilian delineation issue.

laragraph 8b, OMB Circular A-76, 29 March 1979.
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Basic Military Position Identification Criteria.

AR 570-4

5-3. Delineation of military,'civilian positions.
DOD policy provides that the use of military
personnel be limited to positions which clearly
require military incumbents...

a. Department of the Army policy is to de-
lineate for military occupancy only those TDA
positions which require military incumbents
for reasons of law, security, maintenance of
morale and discipline, rotation, combat readi-
ness and training; or which require military
background for successful performance of the
duties involved; or which are traditionally
occupied by military personnel...

c. All positions in a military unit whose mis-
sion includes the. requirements to engage in, or
to maintain readiness for, military operations
under combat conditions will be military. This
applies to all TOE units other than those or-
ganized as Type B (AR 310-31)."

The following excerpt from the above-quoted portion of AR 570-4

is typical of the thrust and tone of language used to describe the basic

justification for military identification of individual positions:
"position. ..requirements to engage in, or to maintain readiness for,

j military operations under combat conditions." By way of example:

0 Combat/combat support positions have been defined as those

T which, while not now involved in combat or direct support

of combat, would be thus involved in a contingency, and

should be delineated for military incumbency (see then

Acting Assistant Secretary of Defense, Manpower and Reserve

|" Affairs, memorandum subject: Use of Military Manpower,

1. dated 11 February 1977).
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" "Any position in a military unit whose mission includes the

requirement to engage in, or to maintain readiness for,

military operations under combat conditions" will be desig-

nated as military (JCS Pub. 3, Volume II, p. 3-5)

* "Workloads should be performed by military only for military

essential reasons.. .for example: for combat or direct combat

support" (paragraph l-lc, Air Force Manual 26-1, 8 May 1973,

as amended)

* "Whether combat forces--for example, Army or Marine Corps

infantrymen, naval destroyer crews, and Air Force strategic

bomber crews--should be military or civilian is obviously

not at issue. And few would doubt that those who directly

support the combat forces and who are expected to operate

in a combat zone should be uniformed personnel." (Committee

Print, 95th Congress, 1st Session, Shaping the Defense Civilian

Work Force, Committee on Armed Services, United States Senate,

U.S. Government Printing Office, 1977, p. 55)

It must be noted with respect to the last quoted Senate Armed

Services Committee excerpt that the referenced authority goes on to

emphasize that terms such as "combat forces" are, in the author's view,

ill-defined and do not serve to draw a sharp line between military and

civilian position incumbency criteria.

It must be noted with at least equal weight that the House of

Representatives has recently addressed essentially the same point. The

House decried the tendency within DOD toward reliance upon so-called

objective analytic techniques which "can be overdone and obscure some

important facts in a subject area as subjective as manpower and per-

sonnel management unless it is blended with a judgment of aspects of

the issue less conducive to precise measurement and categorization." 
1

1 See House of Representatives Report Number 95-1118, 95th Congress, .
2nd Session, Department of Defense Appropriation Authorization Act,
1979, 6 May 1978, p. 35, emphasis added.
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There is merit on both sides of this question of clear definition

of terms such as "combat" or "~comnbat support." Consistency and uni-

formity of criteria and their application to individual positions are,

I perhaps, the most critical and visible aspects of the matter--whatever

the definition verbalized by the Department. In point of fact, that

J definition was officially revised during the course of the GRC work re-

ported herein. Though such changes have been made from time to time,

the Army practice with respect to TOE units generally promotes consistency

and uniformity, since all positions in those units are required to be

military as prescribed in previously quoted paragraph 5-3c of AR 570-4.

There have been exceptions which may challange that general pattern of

consistency; they are discussed in succeeding paragraphs. Before under-

taking that discussion, the reader should review the formal definitions

of Category I. II, and III TOE units set out below; for completeness,

prior and revised definitions from AR 310-25 are shown:

Basic, 15 September 1975 Change 1, 12 April 1977 Change 2, 1 June 1979

Unmits Mu divided int Units wre divided into *Cnits Are divided 'ozto three
three caulgoras e Ifolow,: three categoris #A tollooa: Category [-A Zatesorics as toilowiS czrrpv~ /- A in't.
Category I-Unit orgeasised unider table of uses. orgiizad under table of organiuation .ariiazed under &!ato of orpanizutgon Ana equi;-
oegsnuation and equipmnt whose mission mid equipment, whom primary mission iii. mert it -" ,rnmary milsof iflciudes entair
isicludee, the aiszo and holding of pround. chides engaging andl inflicting casaues and, and inflictiip csua~ties Anid, .,, W%4ilJ'~.c
in addition to that of destroying the enemy, or equipment damage on the enemy bv use of 'In tihe tiieil9V !y use of its *raiuic eaohns
aned ita coreseponding headquartersaend ita organic weapons Category I status as oz. CuzcgoeyI staius is extnd~ed :c !s correconig
service companies. together with a unik tauded to its corresponding headquarters, and biesactluartem And sersice coinpnies hioie -ms-
when missio, includs dstruction of the owm companies -hose mission as -uport. sion -s stcrorting and pros ding assistanc:
wmay in support of. or assitant@ to. the ing and providing assitance thereto. andi to htero. Arid to thawr comnmand and controi head -
ground gainings troops by fle or other tac those command and contro; headquarters ha-4LXT .i.srcsoblaIL11 'vealing in !he ,rvuro 'r
tical support. Unit opersiae habitually in batually opeating in the forwerdi portion of taci o he mve coritit area 4f,,r'arc,, " e.
the forard portion of the active combat the active combat are -forward of -he tr.- We "ema )OU11421y) Cegcvro 1 .ozMU it. Mn
muso. Caegory IU - Unit organised a- gods mear boundary). Category I units nor- verte isne Ior-ard ;oteon of:he ja!i.1
der table of organization eaid squipuest nuily operate in the forward portion of the tai area. bui stay. 1-.e=uic e ie .-aree tc,r n
ohome mission iacludee support wadl ass- sauv combat aiea. but my. because of the Primary wrAPtOM and ~ion
tag"s of a Moieac"tls an to category I rup of their primarry weapona endi position- coefat -n the dmvston :iiros teartS
unit in the forwrard active portion of the ing requnreinents. operate in the division and Ca.re //-A unit. r~Iizted .ncler v
combat asa. It is found habitually forward cr" fear straa orgtflsiation And eouipment. *hose mission
of the assmy rear boundary and in anorally Caeegory 11-A unit. orgaued under table :s Pruhlriwl r-.t of xricigl corrtmarn and1 assigned to division. corpe. or ssay. of orgiontion and equipmenit whose mission -Onf.l combat nipport. of comet ecrvlce
Category, Ill-Unit orgenissd undsr table is prmailta of povidinig commanefd and support anti ,sstrnce %,i ctegat, I ,,u,~ :t

sion ineludees survive and oporetlom in sup. suport and apotter to category I units. It tosenf ihe bricade and corps rear bouzs,jarlis
port of a combat area end the oparidag opertin &bte combat moe. normally be- Coaregoa-. It-A ..nit. uIrpaited Iaer is.
agencies of a communication toet. The twnon the brigade and corps rear boundaries, ble of orcanization id equipment. who"e
unom ia found normally in the communis-

zis ous or along ths Unes ot crimmualica- Category. Il1-A uit organized under to- mum"n is Prim",u "en-ce An. a..sace -.o
do ending thereto, to iude the cond- ble of organization en quipment, -hose the uanits ocieratins in rho combat area And

iantel United Slate. ission is primargl -ire and assistance to operating Rgeo-cles oft the commu-unicationsTthe units operating aa the urnat area and tons. 7'-o unit functions hilsitualy in the
40.operating agencis of the conmicuttin COothuricaitIs z1oe or Kiong the uive sf

mm. The unit functions habituad ly in the c~iamunicatinns 4eding thereto.
cmmunications zonei or slong the lines of

71 communiesi inn leading thereto.
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There is a notable exception to the TOE military incumbency rule.

It applies when TOE units are organized as Type B. In such cases,

generally limited to combat service support activities (Category III

TOE), the applicable TOE (Type B column) lists those positions which

must be filled by US military personnel, and by omission those which

in other circumstances would be filled by US military, but for Type B

TOE "may be filled by non-US personnel in support of the Army outside the

continental United States" (paragraph 2-28, AR 310-31, 2 September 1974.)

Non-US personnel may be authorized for such use in the following posi-

tions:

* Ammunition bearers

* Assistant supply personnel

* Cook's helpers

a Helpers and apprentices

* Supply and ammunition handlers

* Warehousemen

* Stevedores

* Painters

0 Packing and crating personnel

* Vehicle drivers (includes 1/4-ton through 5-ton general

purpose vehicles)

• Laundry workers

* Materiel handling equipment operators

* Linguists

Were the non-us personnel programmed to occupy these positions

anticipated to be military members of the forces of allied or friendly

powers, the foregoing provisions for use of non-US personnel in Type B

TOE would create no real anomalies in terms of the prescribed combat

role of TOE type units. The governing directives in any case provide

that non-US personnel will not be used in sensitive positions.

But where the non-US personnel to occupy the positions concerned

are to be foreign national civilians, their use in Type B TOE could
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indeed represent something of an anomaly in terms of the prescribed

combat role of TOE type units.

0 It is emphasized that the use of foreign nationals in Type B

TOE in the manner described above appears to be contemplated

as a special procedure for use during hostilities or other

emergencies. It is, however, distinct from so-called labor

force procedures, such as those contemplated in DA PAM 690-d0,

Use and Administration of Local Civilians in Foreign Areas

During Hostilities, 12 February 1971.

* Any apparent anomaly resulting from use of foreign national

civilians is, in a measure, lessened by the provision for

carrying non-US personnel as a TDA augmentation to MTOE units

concerned. In a sense, such non-US personnel would not then

be seen as an integral part of the MTOE unit--though the

very nature of the Type B TOE and of the positions concerned

contemplates "substitution" abroad of non-US personnel in

positions which would elsewhere be filled by US military

members.

. Conversely, the apparent anomaly is magnified when non-US

civilian personnel are programmed as "substitutes" in Type B

TOE for US military personnel. That appearance may be

heightened when concurrent account is taken of the utilization

policy applicable to foreign national civilian personnel,

emphasizing their availability during hostilities:

Foreign National civilian personnel, in varying
degrees, provide the same qualities as US
civilian personnel; the extent of their employ-
ment depends on their anticipated availabilities
during hostilities, the availability of skills,

I Paragraph 2-30e, AR 310-31, does clearly state that an augmented TDA
will be used to provide Type B MTOE with required foreign national
personnel. However, an apparent conflict exists in that paragraphs
2-2d and 2-12c, AR 310-49, specify TDA augmentation will only be used
to carry personnel and equipment needed to perform the non-TOE mission
of the unit.
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security restrictions, the objective of
reducing US military and US citizen civilian
presence overseas, and the impact on the
international balance of payments. The
employment of civilians in all feasible
positions reduces the requirement for a
large military force and permits assignment
of the maximum number of military personnel
to combat and combat support TOE units.
(Paragraph 5-2b, AR 570-4, emphasis added)

An outside observer could conclude against this backdrop that a

degree of inconsistency may exist between:

" On the one hand, defining the primary function of the

military member to be that of shouldering the burden of

combat

* While, on the other hand, calling for the employment of

foreign national civilians based "on their anticipated

availability during hostilities"; and concurrently providing

for their use abroad with combat service support MTOE units

serving in areas potentially a part of the combat theater.

In such circumstances, the fundamental thesis underlying the

present factors used in delineating military versus civilian positions

could be called into question. Substantive shifts in the military/

civilian composition of the active Army could result.

We have previously noted significant instances in which the basic

military/civilian delineation factors have been closely scrutinized by

the Congress. In the 1977 Senate Armed Services Committee Print on

Shaping the Defense Civilian Work Force, it is suggested that "much

depends on how combat is defined"; and "where to draw the line between

military and civilian personnel combat support functions becomes more

difficult to judge when it is recalled that US combat forces now deployed

rely on foreign national civilians for certain forms of support" (see

p. 55, cited Committee Print). Taking a different view, the General
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Accounting Office (GAO) has recently advised the Congress that:

* The Department of Defense Appropriation Authorization Act

of 1975 contained a provision which required the Secretary

of Defense to reduce authorized support troops in Europe

by 18,000 during Fiscal Years 1975 and 1976 and permitted

him to increase combat troops up to the number of reductions

made.

* Some of the Army support reductions resulted in actual or

potential adverse impacts on wartime combat support capa-

bilities. About one-fourth of Army military support personnel

reductions (3,368 authorized positions) were replaced by

about 2,700 foreign national civilians:

Functional Military Civilian
categories reductions hires

Fiscal year 1975:
Headquarters 10 10
Car companies 80 80
Supply reorganization (wholesale) 147 78
Adjutant General Services 65 65
Truck companies 267 231
Finance 39 14
Combat equipment 356 243
Supply reorganization (retail) 59 58
Brigade 75 support at temporary

station -- 68

Fiscal year 1975 total 1,023 847

Fiscal year 1976:
Car companies 40 40
Finance 81 85
Combat equipment 642 495
Other general support companies 724 489
Engineer company 138 91
Ordnance 69 69
Military police 189 119
Medical 462 462

Fiscal year 1976 total 2,345 1,848

Total 3,368 2,695

IGAO Report (B-146896), Benefits and Problems Associated with Improving

the Ratio of U.S. Combat Troops to Military Support Personnel !n Europe,

June 7, 1978.
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Much US war planning is apparently based on the expectation

that enough local civilian employees will be on duty to enable

the units to carry out their missions. However, since civil-

ian availability during wartime is not assured, such an assump-

tion may not be valid.

Taking the basic distinctions between the military combat versus

the civilian role in wartime one step further, it should be noted that

HQDA has recently considered and forwarded to OSD and the other services

proposed legislation to amend Chapter 31 of Title 5, United States Code,
"to authorize the retention of certain civilian employees in, or the

transfer of certain civilian employees to, unsafe areas, and for other

purposes" (see OSA/OCLL memorandum, same subject, 30 May 1978). The

proposed legislation would provide legal authority to order US civilian

employees and contractor employees occupying "critical positions" to

remain at their posts in, or be transferred to, unsafe areas or a combat

zone, "even though dependents and other employees are excluded from such

areas." Navy noted certain needed changes in the language of the pro-

posed legislation, but interposed no objection even though "Working

under combat conditions is not a normal expectation of civilian employ-

ment" (Navy/OLA memorandum, same subject, 7 August 1978). Air Force

opposed the legislation on the grounds that involuntary action of the

sort contemplated "...has a tenuous basis in a constitutional democracy...

(and] is contrary to established Air Force military essential policy"

(Air Force/SAFLL memorandum, same subject, 24 July 1978).

In summary, the actions of recent years outlined above may operate

to vitiate the traditional fundamental distinction between military and

civilian positions, based on performance of combat and direct combat

support functions. That fundamental distinction continues to be cited

by DOD authorities consulted as basic to the delineation of military
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and civilian positions.1  In the Department of the Army, the combat

and direct combat support rationale is enunciated throughout the governing

directives:

a The term "combat" is equated directly to Category I TOE units,

such as:

- Artillery Battalion

- Infantry Battalion

- Armor Battalion

- Combat Aviation Battalion

- Combat Engineer Battalion

- Air Defense Battalion

- Separate Brigade

- Division Headquarters

0 The direct combat support terminology on occasion used by

OSD translates in the Army to both "combat support" Category

II TOE units, and "combat service support" Category III TOE

units, such as:

Combat Support Combat Service Support

Signal Brigade Supply and Transportation Battalion

Aviation Battalion Maintenance Battalion

Law Enforcement Battalion Ordnance Battalion

Intelligence Support Group Data Processing Unit

The complementary term "combat readiness and training," as distin-

guished from the unit-defined terms addressed above, is used in certain

Army Directives as applicable to selected military positions in designated

TDA units. The following 1978 listing of TDA unit designators is re-

presentative of their functional diversity; representative geographic

locations were also included.

1Outside DOD, a different view is now expressed by some authorities.
"For example, it has frequently been argued that activities near combat
zones must be manned by uniformed personnel, when in fact the Vietnam
experience showed that civilian contractors can perform quite satisfac-
torily in certain support activities, even in close proximity to combat."
See Richard V. L. Cooper, Military Manpower and the All Volunteer Force,
Rand Corporation, September 1977, p. 292.
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TDA Units

Department of Army Headquarters Troop Support Agency (Ft Lee)
MACOH Headquarters (Ft Monroe) ROTC Group (TRADOC-Ft Knox)
Large Post Headquarters (Ft Bragg) Recruiting Support Center (Cameron
Service School (Engineer) Station)
Depot (New Cumberland) US Army War College (Carlisle)
Arsenal (Rock Island) US Military Academy (West Point)
District Engineer (Ft Belvoir) US Army Command and Control Support
Proving Ground (Aberdeen) Agency (Washington, D.C.)
Area Commuications Command US Army Intelligence Agency (Ft

(Ft Dietrich) Huachuca)
Materiel Development and Readiness Army Band (Ft Myer)

Command (Alexandria) Army Security Agency (Arlington Hall)

Research and Development Center Criminal Investigation Command
(Ft Belvoir) (Washington, D.C.)

Troop Training Center (Ft Dix) Nuclear Agency (Ft Belvoir)
Transportation Terminal (Bayonne) US Army Center of Military History
Military Traffic Management Command (Washington, D.C.)

(Washington, D.C.) US Army Military Personnel Center
Medical Center/Hospital (Ft Belvoir) (Alexandria)
Regional Readiness Group (Ft Meade) US Army Computer Systems Command
Defense Systems Managment College (Ft Belvoir)

(Ft Belvoir) Defense Mapping School (Ft Belvoir)

The apparent distinction in Army directives between combat, combat

support, and combat service support terminology for TOE units, versus

combat readiness and training terminology for TDA units, may be more

illusory than real. For example, paragraphs 5-3a and 5-3c AR 570-4,

quoted at the beginning of this subsection, attempt to make that distinc-

tion; it will be noted, however, that the actual language employed in the

cited paragraphs is much similar (i.e., "...TDA positions which require...

combat readiness and training..." and "...positions... to maintain readiness

for military operations under combat conditions (in] TOE units...").

The following paragraphs address the other factors, apparently

intended as largely applicable to TDA units, which are listed in the

previously quoted excerpt (see page 2-21) of paragraph 5-3a, AR 570-4,

as a basis for designation of positions for military versus civilian

incumbency.
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Law, Regulations, and Treaties as a Basis for Military Incumbency

Explicit provisions of Title 10, United States Code, many of which

will be found in Chapters 303, 305, 307, and 343 of that title, provide

that designated top level Army positions will be filled by specific senior

civilian and military personnel. The civilian positions include the

Secretary, Under Secretary, Assistant Secretaries and Administrative

Assistant. The military positions include the Chief of Staff, Vice Chief

of Staff, Deputy and Assistant Chiefs of Staff, Chief of Army Reserve,

Chief of the National Guard Bureau, Chiefs of Branches, Judge Advocate

General, duputies and assistants, military academy authorities, and heads
of certain functions and commissions. In at least one case, that of

the Comptroller and Deputy Comptroller of the Army, the statute specifi-

cally prescribes that one must be military, the other civilian, as

determined by the Secretary (10 USC 3014).

There is obviously no need for a special methodology or set of

instructions to determine the manpower category or identity of these

statutory positions. The law is clear.

In other instances, however, the law establishes a basis for

military incumbency but does not explicitly cover a specific distribu-

tion of positions as requiring military or civilian incumbents. That

is, 10 USC 3064 makes specific provision for special branches of the

Army, as follows:

4 3 480" pssdm bnamslm
(a) The special branches of the Army consist of commissioned officers

of the Regular Army appointed therein, other members of the Army a-
signed thereto by the Secretary of the Army, and the sections prescribed[ia this chapter. The special branche are.--

(1) each corps of the Army Medical Department;
(2) the Judge Advocate General's Corps; and
() the Chaplains.

(b) The Secretary may not asslgn any officer of the Regular Army to
a special breach.

[
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Focusing our attention on the Judge Advocate General's Corps,

10 USC 3072 specifies:

§ 3072. Judge Advocate General's Corps

There is a Judge Advocate General's Corps in the Army. The
Judge Advocate General's Corps consists of-

(1) the Judge Advocate General;
(2) the Assistant Judge Advocate General;
(3) three offiders in the grade of brigadier general;
(4) commissioned officers of the Regular Army appointed

therein; and
(5) other members of the Army assigned thereto by the Sec-

retary of the Army.

Paragraph 4, AR 27-1, in turn, defines the composition of the Judge

Advocate Legal Service to include:

" The Judge Advocate General's Corps, including Reserve

Component members of the Corps

" Other officers detailed to the Judge Advocate General's

Corps

* Civilian attorneys working in judge advocate offices for

whom the Judge Advocate General is the qualifying authority

" Professional consultants, legal technicians, warrant officers,

enlisted personnel, civilian employees, and other personnel

on duty with the Judge Advocate Legal Service

A similar overview of the Army Medical Department shows:

* 10 USC 3064, quoted above, specifies: "The special branches

of the Army consist of commissioned officers"; and lists

"each corps of the Army Medical Department" as a special

branch.

0 The Army Medical Department consists of (10 USC 3067):

(1) the Surgeon General;

(2) the Assistant Surgeons General;

(3) the Medical Corps;

(4) the Dental Corps;
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(5) the Veterinary Corps;

(6) the Medical Service Corps;

(7) the Army Nurse Corps; and

(8) the Army Medical Specialist Corps.

Paragraph 1-3, AR 40-1, 5 May 1976 states: "The Army Medical

Department consists of-

(L The Surgeon General, a general officer of
the Medical Corps, whose responsibilities are
described in AR 10-5.

b. The Deputy Surgeon General, a general
officer of the Medical Corps, who performs du-
ties prescribed by The Surgeon General and
acts for him in his absence.

0. The Assistant Surgeon General, a general
officer of the Dental Corps, who assists The
Surgeon General in providing dental health
services for eligible personnel.

d. The Medical Corps, the Dental Corps, the
Veterinary Corps, the Medical Service Corps,
the Army Nurse Corps, and the Army Medical
Specialist Corps. The duties of officers commis-
sioned in these corps are listed in chapter 2.

#. Warrant officers (AMEDD), whose duties
are listed in chapter 3.

f. Enlisted personnel, whose duties are to
perform medically related technical and admin-
istrative functions as prescribed in AR 611-201.

g. Civilian employees, including physicians,
dentists, veterinarians, nurses, specialists in
the sciences allied to the practice of medicine,
medical support and service personnel, contract
surgeons, and professional consultants. The du-
ties of these civilian permnnel are listed in
chapter 4.

. Fee-basis physicians (AR 601-270)."

4.

An overview of the Chaplains (10 USC 3073) reveals a similar

treatment.
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With respect to each of these three professional segments of- the

Army, the provisions of law and governing directives identify members

of each Corps, and of the Chaplains, as commissioned officers. No

further delineation or definition of those positions, once established,

is required.

On the other hand, an issue which does arise is that the law

provides no concise insight or prescription as to the unit or physical

locus of the vast bulk of these positions. That is, whether a given

position requires or does not require delineation for a member of a

Corps, a professionally qualified civilian counterpart, or a lesser

qualified military or civilian quasi-professional, can be the subject

of debate.

Of course, the remaining positions within the Legal Service, the

Medical Department, and the Chaplaincy (i.e., other than those designated

for incumbency by a commissioned member of a Corps or a Chaplain) must

be delineated for officer, warrant officer, enlisted, or civilian incum-

bency in terms of the several other factors discussed elsewhere in this

section. A number of Army directives do address the prescribed identity

of some specific positions in a variety of functional areas. Those

directives are not always consistent and uniform, as outlined in the

position identification matrix addressed in Appendix B to this report.

Finally, the United States of America is a signatory to various

treaties which have the effective force of law for purposes of position

identification. JCS Pub. 3, Vol. II, provides guidance as follows:

..It is the function of the President of the
United States, as Chief Executive and as Commander
in Chief, to establish policy on broad strategic
issues. This is done through a series of policies
which relate to US treaty commitments and to
other matters vital to the security of the
United States....
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Additionally, JCS Pub 3, Vol. II, established JCS responsibility

for controlling and allocating certain manpower, as follows:

...For International Activities. Approve DOD
manpower authorizations (US contribution) in
designated international military activities.
These are: NATO Military Committee; NATO
Military activities; United Nations Command,
Korea; Southeast Asia Treaty Organization;
and Central Treaty Organization.

Such positions and their military/civilian category delineation,

or military identity, are normally based upon negotiation and mutual

agreement by high authority at the international level, require no

further definition, and are carried by the Department in the active

force in the identity prescribed.

"External Positions" as a Basis for Military or Civilian Incumbency

We have previously noted that on 11 February 1977, OSD promulgated

the following definition of external positions requiring military in-

cumbency:

Positions External to Services

A position in which military are assigned
to commands/agencies external to the Service or
which are required for wartime augmentation of
commands/agencies external to the Service.
Such positions include those authorizations
currently assigned to activities outside the
service such as defense agencies, other federal
agencies, unified commands, and international
military headquarters. This category should
also be used for positions that support the
required mobilization augmentation of commands
and agencies outside the Service.1

For the reasons dircussed in the immediately preceding segment

of this section beginning on page 2-31 and covering positions within

the purview of "Law, Regulations, and Treaties," an essentially

'Acting Assistant SecreLary of Defense (Manpower and Reserve Affairs),
memorandum, subject: Use of Military Manpower, 11 February 1977.
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comparable rationale applies to external positions requiring civilian

incumbency. The essence of that rationale is that the category identi-

fication of external positions is normally prescribed based upon nego-

tiation and mutual agreement by high authority.

In the circumstances just outlined, positions external to the

Department or that support the augmentation or comparable needs of

outside agencies, require no further definition, and are carried by

the Department in the active force in the identity prescribed. In any

case, it will be noted that for the reasons specified in a preceding

segment of this report (see page 2-6) prime emphasis in the course of

this study has been placed upon positions within the Department.

"Security" as a Basis for Military Incumbency

Though listed as a key determinant supporting military identifica-

tion of Army positions, the term "security" is not otherwise defined in

the previously quoted excerpt of AR 570-4. It is not defined elsewhere

in that directive or related Army directives addressing the issue of

position identification.

Similarly, the factor of "security" is cited in paragraph IV, DOD

Directive 1100.4, 20 August 1954, as a key determinant of military

incumbency. The term is not otherwise defined therein. The language

used is essentially identical to that employed in the above quoted

excerpt of AR 570-4, except that the DOD Directive (see paragraph IV)

explicitly couples "security and the necessity of maintaining a high

state of readiness."

Seeking further definition, the GRC Study Team noted that in a

1977 DA study on the use of military manpower, forwarded to the Assistant

Secretary of Defense (Manpower and Reserve Affairs) by his Army counter-

part,1 security is not listed among principal "military utilization

1A
IActing ASA (M&RA) memorandum, subject: Use of Military Manpower,
4 March 1977.
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criteria"; though the term "physical security" is cited in the text as

a "priority combat support function"; and the term "intelligence and

security" is listed as a "sub-area" of the "major area" of "combat" with

the latter cited first in a listing of military manpower "utilization

criteria." The DA study responded to an OSD request which did specify and

define explicit military utilization criteria, did not include "security"

as such a criterion, but did allow the addition and justification of "other"

military utilization criteria.
1

2

In a follow-on study requested in early 1978, OSD did cite

"security" as one of seven reasons for military staffing listed in DOD

Directive 1100.4 (the others being combat readiness, rotation, military

background required, law, training and discipline). Each military depart-

ment was requested to submit manpower arrays for fiscal years 1977, 1978,

and 1979, showing military manpower allocated for each of these seven

military staffing reasons in each Defense Planning and Programming Category

(DPPC) within the Auxiliary Activities and Support Activities DPPCs only.
3

The Army response arrayed the required data accordingly, and they are

summarized below; "security" manpower for this submission included

military manpower authorized for intelligence and security, law enforcement,

and five individual enlisted positions in medical support:

1 The OSD criteria listing, excerpted from an ASD (M&RA) memorandum
dated 11 February 1977, is quoted verbatim in preceding Section 1 of
this report.
S2OASD (MRA&L) memorandum, subject: Justification of Military Staffing,

-19 January 1978, requested manpower detail from the military departments
for use in responding to a Senate Appropriations Committee requirement

*for justification of military versus civilian staffing (see Senate
Appropriations Committee Report 95-325 to accompany the FY 1978 Defense
Appropriations Bill, p. 19).
3ODCSPER(DAPE-PBA) memorandum, subject: Justification for Military
Staffing-Information Memorandum, 16 February 1978.
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FY1977 FY1978 FY1979
Actual Programmed Programmed

Total Auxiliary Activities

(Intelligence, Centrally Managed 21,590 23,267 23,120
Communications, R&D, Geophysical
Activities)

"Security" in Auxiliary Activities 2,098 2,246 2,258
(Percent of total) (9.71) (9.65) (9.76)

Total Support Activities I
(Base Operating Support, Medical 171,302 169,357 163,923
Support, Personnel Support, Indi-
vidual Training, Force Support
Training, Central Logistics,
Centralized Support Activities,
Management Headquarters, Federal
Agency Support)

"Security" in Support Activities 2,480 2,544 2,442
(Percent of total) (1.45) (1.50) (1.49)

While arrays are not available for the remaining DPPCs (strategic,

tactical/mobility, and individuals) which constitute about 75% of the

total active Army military force, it is clear that the military propor-

tion of so-called security manpower is significant.

The definition of security as a military position identification

criterion is not clear in current directives. The expansion of the current

definition of security to specifically include physical security of certain

installations would measurably enhance the military incumbency precept.
For example, paragraphs 5-3f(19) and 5-3d(2), AR 570-4, provide the fol-
lowing guidance on the use of gate guards as essential military positions:

(19) Gate guards at entrances and exits
to installations primarily oriented toward troop
activities (such as post, camp, or station as
opposed to industrially oriented installations
such as arsenal, laboratory).

(2) As gate guards at entrances and exits
to installations and activities, when determined
to be necessary by the major commander as a
safeguard against destruction or loss of gov-
ernment property, or to prevent subversion or
other unlawful activity.
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J Based on these definitions and assuming that military installation

security is a substantive part of the "security" function listed in AR

570-4 as a key determinant of military incumbency, it seems clear that

the stated function is largely the domain of military members. A number

of directives do address position identification in this, and a variety

of other, functional areas. Those directives are not always consistent

and uniform, as outlined in the position identification matrix addressed

in Appendix B to this report.

'"aintenance of Morale and Discipline" as a Basis for Military
Incumbency

...As used in this regulation, no distinction is made
between the terms of commander and leader.... Every
commander has two basic responsibilities in the
following priority: accomplishing the mission and
the care of personnel and property... in relation to
subordinates, a commander does subdivide responsi-
bility and authority and assigns portions of them....
Military discipline is a state of individual and
group training that creates a mental attitude result-
ing in correct conduct and automatic obedience to
military law under all conditions.... (Chapters 2
and 5, AR 600-20, 28 April 1971, as amended.)

The maintenance of morale and discipline in the armed services is

predicated upon mutual respect between senior and subordinate personnel.

It is a function of military command and the military leader. It applies

to all persons in the military service. It is not to be confused with

mere supervision and it is not a function of civilian members of the

department.

Supervision of military personnel does not constitute
justification for or necessarily require a military
supervisor. Civilian supervision of the work of
military personnel does not include command and does
not preclude the military superior of such personnel

T from exercising military discipline or performing
dother duties in the adminsitration of military per-

sonnel. (Paragraph 5-3d, AR 570-4; emphasis added.)

23
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There are numerous directives relating to the subject of discipline:

AR 600-50 discusses Standards of Conduct for DA personnel; AR 1-32 covers

Disciplinary Control including lines of authority; AR 27-10 describes

Procedures for Court Martial; DA PAM 27-5 is the Staff Judge Advocate's

Handbook; we have already cited AR 600-20 on Army Command Policies and

Procedures; an explicit code of conduct for military members is prescribed

by the Commander-in-Chief; and the Uniform Code of Military Justice and

various formal directives governing administrative procedures, deal in

detail with the redress of infractions of military standards and disci-

pline prescribed in law and regulation.

But there is no perceptible basis in the literature or in the prac-
tices of the military departments for a conclusion that the function of

maintaining morale and discipline in the Armed Forces is other than a

military function requiring military incumbency. In the one case where

there is a statutory bar to the exercise of command by a commissioned

officer member of the active Army (i.e., chaplains may not command,

10 USC 3581), the member is not thereby divested in any respect of the

innate responsibility for the maintenance of morale and discipline through

the exercise of leadership by counsel and example (clearly a function

of the chaplain in at least equal measure to any other officer function).

On 11 February 1977, OSD by memorandum provided "National Defini-

tions for Military Utilization Criteria Categories." 1 In somewhat

different language, but with essentially the same thrust as contained in

Army directives, positions charged with the maintenance of discipline

through the exercise of military authority were defined as requiring

military incumbency, as follows:

Direct Military Authority: a position which requires
the incumbent to exercise military authority over
military subordinates under the Uniform Code of
Military Justice. In activities staffed by both

1Acting Assistant Secretary of Defense (Manpower and Reserve Affairs),
Memorandum, subject: Use of Military Manpower, 11 February 1977.
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military and civilian personnel, the military
discipline function may be performed by a mili-
tary superior at a higher level or a duly
appointed officer elsewhere in the organiza-
tion.

"Combat Readiness and Training" and "Required Military Background:

as a Basis for Military Incumbency

We have coupled "Combat Readiness and Training" and "Required Mili-

tary Background" for purposes of this discussion because the former is

so directly a function of, and so dependent upon the capabilities of

military personnel possessing the latter, as further discussed below.

In preceding paragraphs "position...requirements to engage in, or

to maintain readiness for, military operations under combat conditions"

have already been cited and discussed as the basic justification for

military identification of individual positions.

We have also noted that within the Army the term "combat readiness

- and training" is apparently intended to have particular application to

TDA units. It is useful to reexamine in that connection the expanded

"National Definitions" of certain related military delineation criteria

disseminated by OSD on 11 February 1977 and quoted below:

"Combat/Combat Support: positions, while not now in-
volved in combat or in direct support of combat, would
be under a DoD approved contingency plan. Examples

* include:

a. combat air crews, Army TOE units, missile
crews, ship crews, etc.

b. Support positions which have tasks which if
not performed could cause direct impairmentof combat capability. Such positions include

security, in-theater logistics support, cor-
munications, combat engineering support, and
intelligence.

Contingency Augmentation: positions required by
deploying units in contingencies but not authorized
in peacetime. Examples include aviators, Air Force

tPrim Beef teams, and the professional complemen
of military hosptals.
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Current Military Background: positions requiring
experience more substantial than familiarity with
military administrative procedures or similar capa-
bilities reasonably possessed by civilian employees.
Examples include:

a. officers assigned to direct planning, admin-
istrative, and support activities in which
recent military experience is necessary to
insure that the program is directed toward
proper military requirements.

b. Military personnel assigned as trainers
conducting essential military training based
on practical military experience and current
doctrine.

Military Training Required: positions requiring training
not normally available to civilian personnel. Examples
include: explosive ordnance disposal, advanced skill
paramedics (Navy independent duty corpsmen, Army Special
Forces aidmen) and special weapons controllers."

Recognizing that subparagraph a, under "Combat/Combat Support,"

above, is directed toward TOE units, each of the other quoted OSD

delineation criteria effectively support and clarify counterpart Army

military identification critera directed largely toward TDA positions.

The logic is as follows:

0 Direct combat support positions, particularly in Category II

and III TOE, are often authorized for manning at levels below the 100%

level (ALO 1) required in wartime. Escalation to those levels at the

outbreak of conflict requires reliance, in some measure, upon the TDA

positions with corresponding skills in which military members have been

placed. One can conclude that the TDA "combat readiness and training"

positions filled by military members should effectively enjoy essentially

the same precedence for military incumbency as their counterpart posi-

tions in MTOE units.

0 The TDA combat readiness and training positions just described

are, accordingly, a part of the OSD "contingency augmentation" military

position grouping quoted in the foregoing OSD definitions.
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- The "training" functions of the combat readiness and training
- military incumbency criterion include those of both trainer positions, and

positions which require distinctly military training for the effective

1. discharge of their duties:

- For those who conduct the training--the trainers--a

military background (i.e., practical military experience and

a first hand understanding of, and experience with, current

military doctrine as specified in subparagraph b of the fore-

going OSD definition of "current military background") is a firm

requirement demanding that positions charged with distinctly

military training tasks be identified for military manning.

- For those positions at every echelon of military activity

which require distinctly military training for the effective

discharge of assigned tasks (as contemplated in the foregoing

* .. OSD definition of "military training required"), that require-

. ment demands identification for military manning.

, Having identified these positions requiring distinctly military

training, it does not follow that all others in which the trainer and

trainee tasks might be discharged by incumbents with civil training can/

should be identified for civilian incumbency. Military position identity

will be required when:

- Practical military experience and a first hand under-

standing of, and experience with, current military doctrine

is an essential part of assuring that "planning, administra-

"" tive and support activities (are) directed toward proper

military requirements" (as contemplated in subparagraph a

1- of the foregoing OSD definition of "current military back-

j ground").

... Distinctively military experience and training more
L substantial than capabilities reasonably possessed by civilian

employees is not necessarily required, but the tasks inherent

[in the position must be discharged under conditions of employ-

ment involving combat or direct support of combat in a con-

[1 tingency (as discussed in the preceding segment on page 2-21
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of this report entitled "Basic Military Position Identifica-

tion Criteria").

The thrust and substance of this logical sequence underlying current

Army position delineation practices and procedures may be vitiated in

some measure by the previously discussed actions of recent years involving

actual or contemplated employment of civilians in a combat or direct combat

support environment. These actions could, conceivably, narrow the band

of positions now considered intrinsically military, as well as those

considered intrinsically civilian. One authority suggests the number of

such jobs is already relatively small, "probably no more than 25% of the

combined present military and civilian personnel strengths."1  Whether or

not that statistic is accepted, current manpower practices can further

erode the basic distinctions. For example, a Category I MTOE mechanized

infantry battalion equipped with TOW carries all positions for exclusive

military incumbency, including heavy vehicle driver (MOS 64C10). Our

research revealed, however, that one Category III type B MTOE conventional

ammunition ordnance company carries comparable positions in the same MOS

for military incumbency; conversely, another Category III Type B MTOE

transportation terminal transfer company apparently relies on foreign

national hires for similar positions in the same MOS. Further, the last

mentioned Type B transfer company apparently relies in part upon foreign

national hires and in part upon military positions for forklift operators

(MOS 62F10); while the first mentioned Type B ordnance company apparently

relies exclusively upon military positions for forklift operators in the
2

same MOS. In related matters, a recent GAO report denigrates current

Army manpower requirements and utilization practices and procedures; and

recommends that OSD clearly define the peacetime and wartime roles of the

lRichard V. L. Cooper, Military Manpower and the All Volunteer Force,

Rand Corporation, September 1977, p. 292.
2 See GAO Report B-165959, DOD "Total Force Management"--Fact or Rhetoric?,
24 January 1979. Also see GAO Report B-133370, Continuous Management
Attention Needed for Army to Improve Combat Unit Personnel Requirements,
5 September 1978.
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military and civilian (and other) elements of the Armed Forces, and the

policy governing host nation (foreign national) manpower in meeting US

requirements.

"Rotation Base Requirements" as a Basis for Military Incumbency

AR 570-4

5-3. Delineation of Military/Civilian Positions..:

b. Even though a position is delineated for
military or civilian occupancy, factors such as
the rotation base requirements or availability
of skills at required locations may require
staffing other than that which has been de-
lineated. As rotation base requirements con-
tinually change, the application of these re-
quirements will be directed by HQDA. As an
example, a surgeon's position may require that
the position be authorized for military occu-
pancy even though delineated as a civilian posi-
tion. Shortages of funds, civilian manpower
spaces or other limitations on authority to hire
civilians are not valid reasons for designation

of a position for military incumbency not other-
wise authorized by this regulation.

By its very nature, a rotation base position does not require a

military incumbent but is designated for military incumbency to assist

in assuring that reasonable overseas/domestic tour and service policies

are applied to military personnel.

Rotation Base Requirements

A position which does not require a military
incumbent, but is designated as military to satisfy
rotation requirements.

Because rotation base balance requires measurement by skill for

total active Army military positions, the measurement task falls to HQDAL1
IActing Assistant Secretary of Defense (Manpower and Reserve Affairs),L memorandam, subject: Use of Military Manpower, 11 February 1977.
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and the Military Personnel Center (MILPERCEN). The need to satisfy

rotation base balance requirements is restated in most Army directives

affecting manpower management. For enlisted positions, HQDA has imple-

mented a rotation base policy and publishes it in an annual HQDA letter

titled manpower policy to assist in stabilization of the rotation base.

The current letter is dated 29 June 1979. Under this program:

Skills with imbalance problems were listed in
the following fashion in the 29 June 1979 letter
(only a partial list appears below); MACOMS are
instructed to "protect" in their commands the
corresponding skills by MOS, in the percentage
magnitudes indicated:

MOS CMDNM AUSTR

42D TSG (FOA) 1
42D USAHSC 330

Total Strength For 42D 331

42E TSG (FOA) 1
42E USAHSC 78

Total Strength For 42E 79

45B TRADOC 87
45B FORSCOM 3
45B DARCOM 5
45B USACC 1
45B INSCOM 5

Total Strength For 45B 101

45L TRADOC 30
45L FORSCOM 2
45L DARCOM 6

Total Strength For 45L 38

For these skills which are severely imbalanced by having more than 55%

of their authorizations overseas an enlisted Space Imbalanced MOS (SIMOS)

program has been developed. Implementation of that program is published

in DA Circular 611-62. Civilianization of skills in these MOS in CONUS

TDAs is prohibited. As of 29 June 1979 the MOS in the SIMOS program

are:
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05D 22N 32G
05K 23N* 34E
12E 23U 34F
15D 24C 34J
15E 24G 35F
15F 24K 35H
15J 24L 36L*
16B 24U 45N
16C 25J 45R
16D 26H 46N
16E 26R 55G
19J 26V 55Z
21G 27H 72G
21L 31T 98G
22L 32D

This method of quantification is directly adaptable for use in the

GRC-developed quantitative positon idertification methodology which is the

subject of this report. As previously specified, the essential data for

the system must be developed and manipulated centrally because they are

based upon the Army-wide posture, by skill. Finally, to be fully reflec-

tive of Army rotation base needs, and to be fully addressed using the

GRC-developed quantitative position identification methodology, a regu-

larized program for officers should be developed comparable to the SIMOS

program for enlisted skills.

"Tradition" as a Basis for Military Incumbency

AR 570-4

5-3. Delineation of Military/Civilian Positions.

f. The positions listed below are delineated

as military positions.i'" (1)..

(2) ...

(3) Positions which by tradition or custom
normally are occupied by military incumbents.
Examples: aide (officer and enlisted), liaison
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officer, chaplain, provost marshal, secretary of
service schools and colleges, LUSMA professor
and instructor as designated by Superintendent
USMA, inspector general, command sergeant
major, -rst sergeant, band leader and bands-
man, chaplain's assistant, recruiter and career
counselor, drill sergeant and honor guard, and
company level supply sergeant and company
clerk.

The quoted Army definition closely follows that of OSD promulgated

most recently on 11 February 1977:

Tradition and/or Custom

A position which by tradition and custom
has been filled by military perisonnel. Such
positions include bandsmen and honor guard.1

Practice in the several services appears to be reasonably uniform

in the matter of tradition and custom as a basis for military incumbency.

While questions have periodically arisen in various quarters as to the

total number of military personnel authorized in such functions as bands,

honor guards, aides, and others, there has generally been little question

that military incumbency is called for in the positions that are authorized.

For example, in suggesting an expedited military-to-civilian conversion

program in "administrative and support positions," a recent GAO report

cites many examples of potential and actual conversions, but makes no

substantive reference to military positions based upon tradition and
I

cus tom.

"Career Progression" as a Basis for Military Incumbency

The military personnel system is a "closed" structure. Fresh

military personnel resources normally join the force at the "bottom" of

their respective military categories. New (as distinguished from prior

IGAO Report B-146890, Using Civilian Personnel for Military Administrative

and Support Positions--Can More Be Done?, 26 September 1978.
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service) military personnel generally are not brought into the force at

higher grades, except in the case of certain professional skills.

Thus, reasonable promotion flow and career progression for military

members requires a generally pyramidal structure. The broad base repre-

sented by the lowest grades should rise in a regularized and graduated

fashion, to the "point" of the pyramid represented by the small number of

top grades in each military category (officer, warrant officer, enlisted).

Each grade requires a sufficient number to accommodate attrition, provide

for a reasonably competitive promotion opportunity, and assure career

incentives through reasonable progression.

To allow this career flow, an appropriate number of positions in

each grade is required. The characteristics of individual positions

alone will not generally provide the graduated numbers required. Like

the overseas rotation balance issue discussed in a previous segment of

this report (page 2-45), career progression requirements constitute a

managerial constraint which can only be resolved centrally, rather than

at MACOM or lower level.

The career progression requirement as a basis for military incumbency

appears with regularity in Army directives, and is specifically referenced

in paragraph 5-5a, AR 570-4, with respect to real property maintenance

manpower. The OSD 11 February 1977 military incumbency definitions we

have previously cited continued the long-standing recognition of that

career progression requirement (see paragraph VIIC, DOD Directive 1100.9)

as follows:

Career Progression Requirements

A oositon which does not require a military
incumbent, but is designated as military to satisfy
a career progression requirement.

As a general rule, the Army's career progression requirements by

1* grade and years of service are not quantified and promulgated in detail
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by HQ DA for use in the field in the position identification process.

Wlere these career progression requirements so quantitied and promulgated,

they might be directly adapted for use in the GRC-developed quantitative

position identification methodology, in essentially the same fashion as

enlisted rotation base data promulgated under the SIMOS program.

Morale, Welfare and Recreation Activities

The designation of military positions in selected morale, welfare,

and recreation (MWR) functions is a matter of continuing interest outside

the Department. Army policy follows and expands upon the OSD-prescribed

rules:

570-4

5-6. Staffing of morale, welfare, and recrea-
tional activities. a. Recreational services,
whether supported from appropriated or non-
appropriated funds or combinations thereof,
will be staffed with civilians to the maximum
extent possible. No military personnel may be
assigned to positions in these activities except:
for purposes of rotation, training, and career
progressions not available at other activities;
where qualified civilians are not available; and
where essential military command supervision
cannot otherwise be effectively provided. En-
listed personnel may be employed on a part-
time, voluntary, off-duty basis in these activi-
ties, when paid from nonappropriated funds.
In non-US oversea areas, preference will be
given to employing qualified dependents of mili-
tary and LUS civilian personnel over local na-
tions in such activities unless prohibited by
international agreements.

b. Military officers will be assigned as cus-
todians of major command welfare funds and
installation central post funds. When qualified
military personnel are not available, a civilian
employee compensated from appropriated funds
may be designated as custodian subject to prior
approval of the appropriate major commander.
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c. Military personnel may be assigned on an
additional duty basis to exercise supervision
over and serve as custodian of revenue-pro-
ducing and sundry fund morale, welfare, and
recreational type activities. Examples are activ-
ities such as athletic facilities, billeting funds,
book departments, bowling alleys, craft shops,
flying-clubs, golf courses, greenhouses, manage-
ment and harvesting of fish and wildlife,
museums, parachute clubs, rod and gun clubs,
theaters, youth activities, riding clubs, and
other similar activities. Civilian personnel will
be employed for full-time operational and man-
agerial staffing of these activities except as
cited in subparagraph a above. This regulation
does not constitute authorization to pay from
appropriated funds operating personnel in the
above-cited activities.

d. Army club (open mess) systems will be
operated under the supervision of an Installa-
tion Club Manager (ICM). The officers' club,
NCO club, EM club, and consolidated class VI
store will be operated as branches of the ICM's
office. Staffing of the ICM's office and the vari-
ous branches will be in accordance with
guidance in DA Pam 570-.551.

e. For commissaries, authorization for staf-
fing in excess of three military positions per
commissary must be specifically justified when
request for approval of TDA is submitted to
HQDA.

Extensive additional guidance on the use of military and civilian

personnel in MWR activities is contained in ARs 230-1, 230-2, and 230-60,

as well as other directives. Latitude is provided for the use of alter-

native personnel categories in delineating individual positions (see, for

example, paragraph 5-6b, AR 570-4, quoted above). The degree of discre-

tion provided could induce some inconsistencies in field application

from command to command. Concise definition of the criteria to be used

in category identification of MWR positions, combined with objective

methods of evaluating the elements of each position, could largely eliminate

these inconsistencies.

7'
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Other Grounds for Military Identification of Individual Positions

Though military positions in the United States may be more or less
"static" in peacetime, most may be "deployable" in wartime. While the

issue is implicit in our earlier treatment of contingency augmentation

in the preceding discussion of "combat readiness" (see page 2-29), deploy-

ability is a substantive factor in determining military or civilian in-

cumbency, by position. Army practice in this regard is the subject of

GAO Report B-146890, The Army Can Improve Peacetime Use of Deployable

Enlisted Personnel, 7 September 1978. As noted on page 2-4 and elsewhere

in this report, the manpower availability factors and MACRIT data used in

computing MTOE unit manpower requirements can have a very direct bearing

on peacetime versus wartime force size and deployment needs.

At least one other principal determinant of position delineation,

the staffing guide, requires treatment here.

AR 570-4

3-3. Staffing standards. a. Manpower criteria
for TOE units are contained in AR 570-2.

b. Manpower staffing guides, published as
DA pamphlets in the 570-500 series, serve as
points of departure for determining require-
ments in TDA units under normal o- -rating
conditions. Although staffing guides are gen-
erally based on CONUS activities, they may be
applied to oversea organizations when similar
conditions prevail. They neither prescribe nor
authorize manpower spaces or positions. Their
application must be tempered with professional
judgment with due consideration given to the
variances of each situation.

LXACRIT for TOE units have already been discussed in preceding

pages.

Staffing guides promulgated in DA Pamphlets in the 570-500 series

also provide quantitative and qualitative staffing tables for a variety

of TDA activities. Staffing guidance for many of these same activities

is addressed to some degree in AR 570-4 and in other publications noted
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in these pages. The guides in the DA Pam 570-500 series are intended to

delineate positions as military or civilian in accordance with criteria

in AR 570-4; and to further identify military positions for commissioned
officer, warrant officer, or enlisted incumbency.

Since staffing guides are widely used in both the initial structuring

of organizations, and by manpower survey teams in conducting staffing

reviews and requirements determination surveys, they play a major role

in position delineation decisions, particularly at installation level.

The degree of specificity provided in the guides makes them easy to use

and can tend to lend more validity to delineation of positions based on

the content of such guides than to decisions based on subjective inter-

pretation of generalized policy found in other documents. The latter

tendency is, of course, directly dependent upon the validity and integrity

of the manpower management principles and techniques applied in the first

analysis when developing the staffing guide concerned.

Civilian Identification of All Other Positions

Army directives undergird two principles prescribed for uniform

application within the Department of Defense:

" Use of military personnel will be limited to positions

which clearly require military incumbents (paragraph 5-3,

AR 570-4).

0 All other positions are normally delineated for civilian

S occupancy (paragraph 5-3a, AR 570-4).

vp

The permanent conversion of civilian positions to military incum-£ bency is severely constrained. Such action is generally possible only

after normal attrition of civilian incumbents of the positions concerned,

and then only where the military incumbency criteria described in pre-

ceding portions of this report are clearly applicable. Temporary use

of military personnel in positions delineated for civilian incumbency

is also sharply limited; less severe, but stringent, limits apply to

temporary use of civilians in military positions; in both categories,
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statutory rules on incumbency cannot be abrogated; and military command

positions must be filled by military incumbents.

Individual Positions Identified by Specific Directives

A narrative statement of each individual position given a prescribed

military identity or explicitly identified for civilian incumbency by

specific Army directives, would be lengthly and complicated at best. In

lieu, a matrix presentation has been constructed in Appendix B, Individual

Positions Identified by Specific Directives. Each position listed in

the first column of the Appendix B matrix is identified for the incumbency

prescribed by the directives listed under each manpower category in the

succeeding columns of the matrix. While the position listings shown are

representative and extensive, they may not be exhaustive; others not now

listed in the matrix could undoubtedly be added after additional research.

The content of Appendix B does illustrate, however, that there are

overlaps and apparent anomalies in position delineation directives. Vary-

ing degrees of subjectivity may be called for in resolving these overlaps

to determine the position identification to be prescribed by commanders

in their manpower authorization documents. The number of directives

which identify individual positions, and the number of instances in which

two or more directives address the same position(s), may create some

confusion or opportunity for error and oversight at field-level manpower

management activities. At minimum, the number of written authorities

and the number of instances in which alternative position identities are

sanctioned, may lay the groundwork for a degree of inconsistency in the

field. Effectively, the option to select among identity alternatives for

individual positions compounds the broad latitudes already extended to

MACOMs by virtue of the Deparment's decentralized manpower management

system. That is not to say that commanders, who have the ultimate respon-

sibility for mission execution, should not have flexibility in accomo-

dating the increasingly severe resource constraints with which they are

faced. It does, however, substantiate the utility of more objective

quantitative methods for position delineation.
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OFFICER/WARRANT OFFICER/ENLISTED IDENTITY OF MILITARY POSITIONS

Appendix B already lists a variety of individual positions by

prescribed military identity. The Army directives discussed in the

ensuing paragraphs prescribe the rules under which individual military

position identity determinations are now required to be made.

Gezieral criteria for the establishment of positions for officers,

warrant officers, and enlisted personnel are summarized in Appendix B,

AR 310-49, 10 Juine 1975, as changed. That directive specifies in para-

graph 3-8a that these criteria, quoted below, "have been extracted from

pertinent regulations."

3-i. Ceuadsieeed office pesideens. Corn- e. Positions in which duty would tend to
missioned offier positions ane chose that in- restrict the career development of broadly
velv-. trained. branch qualified commissioned offic.
a. Th. exercise ot disciplinary powers re- ema

quain, the admnimstration of judicial f. Positions which require continuous or
punishment. Uniform Code of Mlitary Justice repetitive assignment of technical qualified
(UC~fl. personnel.

b. The command of platoons and higher g. Technical advisor positions in Military
level units. Assistance Advisory Group MAAG) or mis-

c. Serving as a staff officer or assistant stone.
staff officer of a unit staff, special staff, or IL. Positions which normally do -tot require
general staff, command of tactical units.

d. Serving as motor officer. cornmunica- i. Assistant positions above the enlisted'
tiona officer, liaison officer, or similar capac- level which nay be designated *or warrant
itY involving a comparasble standard Or 3pe- officer occupancy will bebased upon the fol-
cial staff function. lowing-

s. Serving as an assistant to a commis. (1) When positions designated for war-
dsoed officer in a position that requires the rant officer occupancy are being assisted, the
same type. of sldll and kcnowledge. assistant positions are also designated for

f. Qualifications and performance of duties warrant officer occupancy.
that are limited to the commissioned officer (2) Officer level positions in an orgsniza-

*level by Army policy. tional element headed by a commissioned of-
* * * ~ficer may be designated for warrant officer

occupancy if-

B-3. Warrest efficer poeldons. Officer level (a) The positions meet a majority of the
positions most suitable for selection "as r- provisions of paragraphs a through hs above.
rant officer poeitions are those pradomin- 2 (b) The positions are required for
enuly involved in the immediate supervision superision of a separate activity or function

of ecnialoprain minennce ag iti the organizational element headed by
oftehi cale osi rtins whic m ne llo most of the commissioned officer.
thves ol sngiti aybons ideredmeetforo j. The following types of officer level posi-
te fosllowing csritrat ober osiderons tions are not authorized for designation as

a. Positions encompassing several enisted warrant officer positions.
techncal ad~s.(1) Company commander.

b. Positions that require unique aptitudes., 2 opn xeuieofcr-I ehflites. talents, or capacities. such as ~. (3) Xotor officer.
qnired for musical direction. supervising re- (4) Staff Officer or assistant staff of-ficer

para ompe qimn.o ioigar of a general, special or unit staff.
peir comlex quiment orpiloingair (5) Assistant positions to Commissioned

era& officer position if both require the same typea
a. Positions predominantly concerned with of slls and knowledge.

the technical details of the professional ocu (g) Liaison officer of full-time inspector
pations. This requirements serves to distin- oitos
guish between the specialized siills of the (7) Positions in company operations see-
Warrant Offiosr and the 1petiallaeld Skills of tions or similar organization segments, which

the tanardprofssinsrequire broad planning and operational
d. Positions in a headquarters staff which jurisdiction over subordinate technical

supervises an activity which provides a jir Operating element
vice to the headquarters and units of the * * *

command. For example, Food Service Tehni
dani. XOS 94LL and Unit Personnel Techni 3-8. Ealisted peeldoas. a. Enlisted positions
as. MOS *11A. ane authorized when the individual position

dutias and responsibilities are other than
those required to be performed by officers.
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Taken at face value, and starting first with enlisted positions,

one might conclude that they are effectively established by process of

elimination. In point of fact, the distinguishing factors between military

identity categories are not that clean cut. The higher range of skill

(and grade) levels in the enlisted category, for example, demonstrates

a degree of overlap with some warrant officer factors. Addressing

enlisted skill level 5 (which identifies positions authorized in grades

E-8 and E-9) chapters 1 and 12 of AR 611-201, 1 January 1974, as changed,

indicate that skill level 5 identifies higher level, managerial-type

supervisory positions that require a broad, general knowledge of the

tasks performed in order to coordinate and give direction to work activities.

While warrant officer positions generally require a significant depth of

experience in a technical field, and while the warrant officer position

calls for concentrated technician expertise, a degree of overlap exists

with the last referenced requirements associated with top-level enlisted

positions. Indeed, a recent OSD-sponsored study specifies "there is some

overlap between junior commissioned officer positions, warrant officer

positions, and senior enlisted positions." In part on grounds that the

E-8 and E-9 enlisted positions obviate any real need for warrant officers,

the Air Force has effectively eliminated the warrant officer military

category completely.

The existence of a degree of overlap between junior commissioned
2

line officer and line warrant officer positions seems apparent in the

delineation of warrant officer positions "to perform highly specialized

or technical middle management functions"; though the last quoted portion

of paragraph 1-4a, AR 611-112, 15 November 1977, as changed, goes on to

state these positions "are above the enlisted level" and are those which

would "tend to restrict development of commissioned officers." While

1DOD Officer Requirements Study, January 1975, p. 30.
2Officer/warrant officer overlap generally does not exist in the
Special Branches, by virtue of the provisions of law discussed in a
preceding subsection of this report (page 2-31, et seq.).
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I. these distinctions can be substantive, there are other important areas of

significant similarity. Of these, the matter of command is most often

cited first as a commissioned officer function. In the matter of command:

0 Existing law specifies that: "Under regulations prescribed

by the President, a warrant officer may be assigned to perform

duties that necessarily include those normally performed by

a commissioned officer" (10 USC 3548).

0 The Uniform Code of Military Justice contemplates "warrant

officers exercising command" (10 USC 815).

* Warrant officers may command a station, unit, or detachment,

' provided that such command does not include commissioned

officers eligible to exercise command (paragraph 4-3b(l),

DA Pam 600-11, 7 July 1977).

"" When assigned duties as station, unit, or detachment commanders,

warrant officers are vested with all powers usually exercised

by commissioned officers, with some exceptions (paragraph

3-12g, AR 600-20, 28 April 1971, as changed).

Thus, at least in the matter of command at lower organizational

1. levels and in non-tactical units, the authorities of commissioned officers

and warrant officers may be considered comparable for the purposes and

f with the provisos indicated above.

As we have previously noted in this cection, the number and content

of formal written directives in the areas we have addressed may detract

from the quality and uniformity of manpower utilization and delineation

[decisions. For example, with a somewhat different thrust and in a lan-
guage which varies from that quoted above in AR 310-49, position identi-

fication criteria applicable to both officer and warrant officer positions

are restated for TOE units in paragraph 2-24, AR 310-31, 2 September 1974:
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2-24. Officer positions (includes com-
missioned and warrant officer). a. A TOE
organization or a su.-ilivision thereof is
authorized an officer position when its missiun,
composition, size and the criticality of its effec-
ziveness require assignment of one or more per-
sonnel who possess authority to-

(1) Command platoons and higher level un-
its.

(2) Exercise disciplinary powers that in-
clude as a minimum, the administration of non-
judicial punishment under the provisions of
UCMJ.

(3) Serve as staff officer, assistant staff of-
ficer, liaison officer, motor officer, etc.

(4) Authenticate, certify, or verify official
papers, documents, reports, and cor-
respondence.

(5) Disburse funds and certify vouchers and
payrolls.

(6) Administer oaths.

(7) Other comparable duties and respon.
sibilities. (enphsis added)

It will be noted that the Just-quoted excerpt appears to place

commissioned and warrant officers on an equal footing, apparently omits

reference to limitations on level of command, and authorizes warrant

officer incumbency of certain positions apparently contrary to the pro-

visions of Appendix B, AR 310-49, quoted previously.

SUMMARY

The position delineation methodology currently in use within the

Department of the Army results from a concerted effort to satisfy the

intent of Congress, guidance as provided by DOD, and the Army priority

objective of assuring that sufficient trained personnel are available

upon mobilization to man the armed forces and the sustaining structure.

The research effort undertaken by the GRC Study Team is limited

to positions that might be filled by full-time active duty military per-

sonnel and in-service DA civilian employees at domestic and overseas

stations, including foreign national direct and indirect hire civilians

employed abroad.
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T The GRC Study Team reviewed the literature, pertinent law, DOD
L" guidance, JCS publications, DA regulations, other information derived

from staff and field interviews in Army field units in the Washington

4. metropolitan area, and from telephonic discussions with manpower managers

and force development personnel. Detailed discussions of identifiable

factors and considerations that influence the position identification

process have been set forth in this section. Summary comments are provided

here for emphasis.

a. The decentralized DA management philosophy intended to give

*the commander latitude and flexibility in structuring the command work

* force inherently accepts the possibility of more or less variation by

comand in the position delineation process.

b. The availability or, conversely, the lack of manpower resources

by category, function, or location can be a most influential (at times,

the most influential) factor in the "ideal" position identity determination

process.

c. Whether combat forces should be military or civilian is

clearly not at issue. Less clear is what the term combat forc=z is meant

to define. Present definitions do not draw a sharp line between military

and civilian incumbency criteria.
d. Factors such as DA proposed legislation to authorize the

retention of certain employees in, or the transfer of certain civilian

employees to unsafe areas may operate to vitiate the long-standing and

fundamental distinction between military and civilian positions.

e. There is substantial similarity between "combat, combat

support and combat service support" terminology for TOE units and the
"combat readiness and training" terminology supporting military incum-

bency in selected positions in TDA units. The precedence of TDA combat

readiness positions should be measured accordingly.

[
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f. Law, treaties and regulations prescribe a specific military

delineation in the case of a number of specific functions. For many of

these, however, they do not provide a conclusive basis for specific

minimum numbers either by unit or organizational level, or in the aggregate.

g. The latitude provided in a number of directives for use of

alternative personnel categories in various functional activities intro-

duces a degree of discretion that can induce inconsistencies in field

application of he existing Army position delineation methodology.

h. The first stage of the position identification process

distinguishing between the military and civilian personnel categories

would be greatly enhanced by clearer definition of distinguishing factors.

i. The succeeding stages specifically identifying military

authorizations by commissioned officer, warrant officer, and enlisted

positions also require concise redefinition of factors to provide a

much clearer basis for resolution of "overlaps" in the utilization of

the three military categories.

The nature of the factors applied in the position identification

process is such that the most promising approach to development of an

improved position identification methodology appears to lie in a combined

decision-logic/quantitative technique using accurately and concisely

redefined factors. The GRC recommendations looking toward implementation

of that approach are detailed in the following section.
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SECTION 3

RECOMMENDED STRUCTURAL AND METHODOLOGICAL MODIFICATIONS

GRC synthesis of the materials addressed in Section 2 pinpoints

the factors currently used in the Army position identification process.

I That synthesis allowed development of the revised and redefined factors

which, in turn, are the foundation of the GRC-developed quantitative

position identification methodology. These results are effectively

addressed in this section as recommendations for change, which are justi-

fied in detail herein and are designed to:

0. Identify promising methodological changes. These proposed

methodological modifications address in detail our proposed

revised position identification criteria, and their use in

T a GRC-developed combined decision-logic/quantitative construct.

0 Suggest promising structural changes. These proposed struc-

tural modifications address fundamental aspects of current

and proposed position identification methods, with a view to

implementation of improved processes in a management and

organizational environment which will assure most effective

results.

PROPOSED METHODOLOGICAL CHANGES

Methodological approaches addressed in these paragraphs are aimed

directly at achievement of the following objectives excerpted from the

statement of work covering the current contract effort described in this

report.

The results of this study shall provide the basis
of validating the identity of positions currently
in the force structure, serve as a means of demon-
strating the numbers of positions in each identity
necessary to perform the Army's mission and provide
an improved procedure for establishing the identity
of positions in future Army force structure adjust-
ments. The quantitative procedures are likely to
be incorporated into existing Army regulations
governing manpower management and must be suffi-
ciently simplistic to be used by manpower managers
at all levels with minimum training.
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The GRC Study Team early subscribed to selected basic precepts,

tried and proven in constructing so-called "factor analysis" methods for
1

grade determination, as a foundation for development of an effective

"category analysis" method within the Department of the Army. These

fundamental precepts are listed below:

* A rational method is required, using objectively established factors.

" Factors must discriminate between the values and inter-

relationships of categories of personnel, i.e., military

versus civilian, officer versus enlisted, and officer versus

warrant officer.

" Factors must be readily understood by management and users.

" The factors and the system in which they are used must be

simple, easy to establish, explain, and operate.

* Only the minimum number of factors essential to accurate

category delineation should be used.

As was suggested in Section I of this report, the requirements of

position identity determination (i.e., commissioned officer/warrant

officer/enlisted/civilian) are closely related to those of grade deter-

mination. A review of relevant literature2 on the various approaches

to grade determination reaffirmed our conviction that the most feasible

1Harold Suskin, Job Evaluation and Pay Administration in the Public Sector,
Basic Concepts of Job Evaluation, International Personnel Management
Association, Chicago, 1977, p. 13.
2A partial listing includes: Lee Smith, "The EEOC's Bold Foray into

Job Evaluation," Fortune, September 1978, pp. 58-60; Charles H. Anderson,
Herman A. Mahnen, Carrol Papajohn and Raymond 0. Waldkoetter, Officer
Rank Determination by Evaluative Ratings (Order), US Army Enlisted
Evaluation Center, June 1970; Joseph M. Madden and M. Joyce Giorgia,
Identification of Job Requirement Factors by Use of Simulation Job
Descriptions, Air Force Human Resources Laboratory, June 1964; Raymond
E. Christal, Systematic Method of Establishing Officer Grade Require-
ments Based upon Job Demands, Air Force Human Resources Laboratory,
July 1975.
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I approach to the category delineation challenge is a combination of deci-

sion logic and a modified factor ranking system. A Factor Evaluation

System (FES) of job evaluation is In use in the Federal Civil Service

and is an outgrowth of the work performed by the Federal Job Evaluation

j and Pay Review Task Force.
1

A factor ranking system effectively combines features of whole job

Iranking, point rating and factor comparison methods of job evaluation.
The factor ranking method developed by the GRC Study Team consists of

the following features and components:

0 Factors selected to discriminate between categories have the

following characteristics:

- Each factor is discrete; i.e., it measures a part of

the category that is not measured by any other factor.

- Each factor measures an important element of the cate-

gory.

- Each factor measures an element of tie duties and respon-

sibilities actually performed in a given position--not

what the individual or successive occupants of that

position may be able to do in different assignments.

That is, the delineation decision is based on the

duties and responsibilities of the position, and not

upon the alternative qualifications of one or another

individual incumbent.

Each factor is susceptible of clear-cut definition and

understanding.

1Established pursuant to Public Law 91-216 (Job Evaluation Policy Act of
1970), approved March 17, 1970. The mandate of the Task Force was to
"...prepare a comprehensive plan for the establishment of a coordinated
system of job evaluation and ranking for civilian positions in theg executive branch..." of the Federal Government.
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" Guide charts define various degrees of each factor and either

provide the point values of each degree, or provide the user

with the information and instructions needed to generate those

point values.

* Tables will be used to convert total point values of indivi-

dual positions to the resulting category delineation. Factor

point values are totaled to determine the aggregate point

value of a particular position. That point value is converted,

using the table, to the appropriate category (i.e., military

or civilian; officer or enlisted; commissioned officer or

warrant officer).

Factors Revised and Defined

Position identification processes and structures currently in Army

use were assessed in detail in Section 2, their derivations have been

examined, and current practices in related areas outside the Department

have been reviewed. The order in which currrent Army position identifi-

cation critera are addressed in Section 2 roughly represents the prece-

dence they are currently accorded within the Department. These criteria

apply in the delineation of a position's "ideal identity," and some

either directly or indirectly affect selection of an "alternative identity"

when required to accommodate manpower resource and management constraints.

Because of the variety of formal Departmental written materials which

define and redefine individual military/civilian category delineation

and military identification factors, the GRC Study Team reassessed,

realigned, and redefined those factors to:

* More accurately represent valid criteria which do provide

a consistent and definitive basis for discrimination between

given positions and their functional requirements.

* Embellish resulting factor descriptions to take full account

of valuable guidance in OSD and higher authority instructions
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11 and other literature, which round out position identification

content, promise better "gray area" coverage, and enhance

resolution of existing definitional overlaps.

0 Take the first important step in isolating and concisely

defining a series of incisive delineation and identity factors

which lend themselves well to the establishment of quantitative

values and relative weights. The latter must provide the firm

foundation for the GRC-developed quantitative position identi-

fication methodology which is the ultimate objective of this

study.

The factors, concise factor definitions, and their relative rank

order resulting from this reassessment, realignment, and redefinition

effort are set forth in Table 3.1, Position Identification Factors, in

rough relative order of precedence. For the reasons discussed in subse-

quent paragraphs, the Position Identification Factors are tabulated such

that they correlate with a three-tiered position identification decision

process. The Position Identification column of Table 3.1 is designed to

show how each factor is or should/or may be applied in making the delineation

decision; the meanings of symbols used in the table for this purpose are

explained in the following example:

~PositiOn
Identificati.on

Decision-Logic ; uantiratively
Factor Description Military civilian I Delineated

" ~Ay Factor As &ppropriate ) !i

(Pz (BAL)

Psitions coereg bySth Factor fall in one

in the example, they Positions covered by the!
.. can be 4ilitar7 ONL. I~ rrfl R U

Factor fl RM L

SUsi$ Decision-Lo$1c R JCE should properly

only, positions overed delineated using
by the Factor fall ;quantitative methods

PIMRL n one cate-

in the other Te Factor should be applied to
i I] te oterpositslons through use of quanti-

tative machods iXCLUSIVEY.
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YUsing Revised Factors in the GRC Decision Logic/2uanti ative Construct

The revised, redefined, and roughly rank-ordered position identifi-
~cation criteria we have just reviewed are the foundation of the combined

decision logic/quantitative methodology which is the objective of this

GRC study. The nature of these identification factors suggests a multi-

.ple-step approach in the development of that methodology. For example,

combat, combat support, and combat service support criteria in Table 3.1

clearly provide a conclusive basis on which to identify selected positions

as military rather than civilian- but these criteria standing alone offer

no conclusive basis for the further identification of those positions

individually as commissioned officer, warrant officer, or enlisted posi-

-- tions. Each such military position must, accordingly, be again examined

to determine the appropriate military identity. The identification of

officer positions (both comissioned and warrant) versus enlisted offers

the next best either-or opportunity to categorize the military universe

(active Army only) using a set of discretely defined factors. Once this

sequence is completed, the remaining officer segment of the universe can

then be addressed in terms of discrete factors that distinguish commis-

sioned from warrant officer positions.

Through this step-down technique the problem and its decreasing

size may be illustrated as follows:

(1,131,900) (773,800) (96,300) ommissioned Officer

Active

Army Civilian Enlisted Warrant Officeri. (358,100) (677,500)

1 FY79 manpower program data by category in the FY80 President's budget

request, were excerpted from the Manpower Requirements Report for FY80,
Department of Defense, February 1979. Military data include "individuals"
(transients, patients, prisoners, holdees, students, trainees, cadets).
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Factors must be organized and the methodology developed in a fashion

that recognizes this unique aspect of the problem. To satisfy this

consideration and the concepts guiding methodology development, the

factors may be most effectively applied to a breakdown of our category

delineation objectives into the successive steps graphically depicted

in Figure 3.1, Position Delineation Process.

To satisfy this three-tiered approach, factors are selected in

each step that pertain to the delineation segment in that particular

step. A factor that discriminates civilian incumbency need only be used

in step 1. Factors that delineate enlisted positions may apply in both

steps 1 and 2, but not in step 3. We need not attempt, therefore, to

construct a single set of factors to provide the discrimination required

for all categories.

Selected factors must be organized into decision logic format

and others rank ordered with assigned values that permit the development

of the category analysis procedure contemplated in Figure 3.1. Within

each step a combination of decision logic and quantitative methodologies

will be applied. Once decision logic has been exhausted as a binomial

(yes/no) approach, quantitative methods will be used. An example of a

decision logic table is set forth below as it might apply in step 1.

If Position Is One: Then the Position Is:

Quantitatively

Military Civilian Delineated
1. Required to perform combat,
combat support, or combat service X
support functions in CAT I, II,
III MTOE.

2. Required by law or treaty to X
be military.

3. Requiring some current mili-
tary background/training.
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Once we have taken full advantage of the decision logic process

to delineate categories in each of the steps described above, a quanti-

tative factor ranking system will be applied. To exploit this quantita-

tive approach the identification factors to be employed must be expanded

into degrees, and these degrees weighted to limit subjectivizy. Examples

of factors that do not necessarily prompt the clear binomial (yes/no)

answer required in a decision logic table, and that require expansion

into degrees for factor analysis are:

* Working conditions and unusual hours

* Supervisory control and complexity

When rank ordered these factors might be given percentage values

such as:

* 15Z working conditions and unusual hours

* 25% supervisory controls

* 30% complexity

* 30% other

• The accumulated percentages for this universe must equal

100%, as suggested above.

Values are usually assigned to factors on the basis of pooled

judgment. Multiple correlation computations offer a quantitative

method for determining the relative influence of each factor in the

whole ranking process and such computations can also be employed.

These methods are discussed and applied in Appendix D.

Each basic factor which is to be employed in the quantitative

segment of the GRC decision logic/quantitative construct must be broken

down by the establishment of a number of degrees--subfactors--that

constitute a measurement scale. Such a measurement scale for the factor

"Current Military Background/Training Required" might be constructed

as illustrated below:
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Point Value Subfactor Benchmark

25 Works in primarily civilian environment.

50 Has working contact with programs which
indirectly support troop programs.

75 May be called upon to guide or lead.

100 Supervises small weapons system support
programs.

125 Has staff level responsibility for review
of planning/programming for weapons systems
and support programs.

150 Has independent responsibility on and off
the job for a prime weapons system and
support program.

Point values can be assigned to each degree of each factor through

either an arithmetic or a geometric progression or a variation of the

two. These approaches were tested and the arithmetic construct resulting

in the highest correlation was selected as outlined in Appendix D.

The assignement of points to each degree is relatively simple.

Using arithmetic progression, the weight (i.e., percentage value)

assigned to the factor can be used as the point value for the lowest

degree of that factor. Assuming the factor "Current Military Background/

Training Required," has a value of 25% in the rank order of factors, the

first degree (subfactor) within the factor would have a value of 25, the

second degree 50, the third degree 75, etc. Alternatively, using geometric

progression in the above example, the first degree would still have a value

of 25 with 50 points assigned at the second degree level. The third degree,

I. however, would have a value of 100 and the fourth degree 200 points. In

any case, the point values assigned to each degree of a factor--i.e., each

subfactor--should ultimately be subjected to adequate testing to determine

their validity, and the degree of consistency with which the subfactors[ and their assigned values function as integral elements of the identifica-

tion process. Reasonably exhaustive testing has not been possible within

the time and resource constraints imposed upon the current contract effort.

L Recognizing that limitation, the Army Study.Advisory Group (SAG) which had

been constituted for this research undertaking, and its membership, assumed
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a major role (see Appendix C) in the limited demonstration testing which

was possible and which has been completed. Details of that demonstra-

tion testing are addressed in Section 4 of this report.

Earlier discussion identified the major components of a modified

factor ranking system for use in category delineation, as: factors

selected to discriminate between categories; guide charts that define

weights/degrees of each factor and their respective subfactors; and

conversion tables used for equating point values of an individual position

to a given category.

" The basic factors selected to discriminate between categories

are displayed and defined in Table 3.1.

" Subfactors describing degrees within each factor used in

the quantitative segment of the GRC-developed decison logic/

quantitative construct, are defined in the step-by-step GRC

methodology detailed in Section 4.

" Values are assigned to each quantitative subfactor used in

the methodology detailed in Section 4. Those values have

been derived using the Delphi technique in concert with

empirical analyses, and the results modified based on

exchanges with the SAG, its members, and their represen-

tatives. Methods and techniques employed to derive subfactor

values are generally described in Appendix D.

" Conversion tables used for equating point values of an

individual position to a given category are included in the

detailed documentaiton of the GRC methodology set out in

Section 4.

PROPOSED STRUCTURAL MODIFICATIONS

Before proceeding to examination of the recommended means of

implementation of the methodological modifications just discussed, it

is important to address the results of our evaluation of the current

environment or structure in which the position identification process
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takes place. Paragraph F.3.4 of the statement of work in contract

DAAG39-78-C-0141 properly requires such "recommendations as to suggested

modification or to terminate ongoing or planned initiatives which lack

promise." The essence of the discussion and recomn, dations which follow

was originally communicated to the study sponsor I the first half of

a draft Section 3 of this report turned over to the COR and SAG on

16 March 1979.

HQDA long-term initiatives set forth in Chief of Staff Memorandum

(CSM) 76-570-62, subject: Determination of Officer Requirements, dated

3 December 1976 (File CS 210), which were the genesis of this GRC study

are quoted below:

Position Definition

a. Review and improve procedures whereby each
position is defined as being filled most efficiently
by either an officer, enlisted man, civilian or
civilian contractor.
b. Consider mobilization, deployment, continuity
requirements, and costs.
c. Consider peacetime requirements versus war-
time requirements.

As indicated in preceding sections of this report, there are some

existing and contemplated procedures in the current position identifi-

cation and decision process structure which may militate against achieve-

ment of the objectives sought by the quoted long-term initiatives. The

numbered subparagraphs which follow contain brief recommendations for

change and discuss selected aspects of the structure of the decision

process with a view to elimination of apparent deficiencies.

1. Centralization and Control of the Position Delineation

Process

Criticizing OSD guidance to the Military Departments on proper

force "mix" and manpower category utilization, GAO on 24 January

1979 noted: "OSD expects the services to adhere to this guidance, but
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it has no criteria to measure compliance.'19 OSD is also cited for

inadequacy of present manpower policy guidance, on grounds that "each

service determines manpower requirements using its own system, sets of

logic, decision rules, and policies."

Our review indicates that the Army position identification decision

process may suffer not from absence of policy guidance and criteria, but

from an overabundance of detailed guidance. Our review also indicates,

however, that any resulting deficiencies may be compounded by: the

highly decentralized nature of the decision process, with broad authority

vested in commanders of MACOMs; and the apparent lack of consistency in

the language of some formal Army directives. In addressing these apparent

deficiencies, we are sensitive to the fact that decentralization is an

inevitable outcome of the sharp annual reductions in central management

headquarters which have been effected in the last decade. We concurrently

recognize the difficulty in obtaining 1carce manpower resources for

realignment to selected central management headquarters functions in an

effort to reverse the decentralization trend.

Despite these circumstances, we believe productive steps can be

taken to offset any deleterious effects of existing wide latitudes and

decentralization in the decision process by:

* Requiring strict and uniform MACOM adherence to the position

delineation factors to be finalized as a result of this

current GRC study.

0 Conducting an exhaustive review of the large number of

Army formal directives dealing with the delineation process,

in order to:

GOA Report B-165959, DOD "Total Force Management"--Fact or Rhetoric?
24 January 1979, p. 7.
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- Recind redurdant segments with permissively broad

or apparently inconsistent language; though significant

direct conflict between individual directives may not

exist, redundant segments and inconsistent language

appear to promote nonuniform understanding and appli-

cations in the field.

Replace the remaining fragmented direction in various

regulations, pamphlets, and other publications, with

centralized and expanded direction in a revised

version of AR 570-4.

0 Undertaking these actions as an extension of the work being

performed under the current contract DAAG39-78-C-0141.

Appendix B, Individual Positions Identified by Specific Directives,

provides a parital listing of directives which could constitute a

beginning point for this effort.

2. Firmly Linking Military Delineation with the Combat Environment

The literature shows an almost universal predisposition to under-

stand and accept military delineation of positions assigned to, or pro-

grammed for assignment in wartime to, combat and direct combat support

activities. This condition of employment requires no extensive explanation

to support its direct association with the roles, functions, and missions

of the soldier.

Type B MTOE (Category III, Combat Service Support) unit structures,

though apparently few in number (we have not conducted a detailed review

of the number in the current force structure), are based upon a rationale

which seems out of context with the basic principle that the combat

environment requires military incumbency. Paragraph 2-30e, AR 310-31,

L- contemplates use of an augmentation TDA for Type B MTOE in the combat

theater in wartime; the augmentation TDA would be composed of foreign

* I national civilians. The contemplfLed use of such personnel in wartime

as an integral part of a duly constituted unit suggests a contradiction

#. 3-29



which could well lead a uniformed critic to question military incumbency

of comparable positions in any similarly constituted Category III MTOE--

and perhaps some Category II combat support MTOE. Indeed, that thesis

may already be an implicit part of, or lend credence to, such criticisms

as are asserted or implied in the recent Brookings Institution study

and the Rand study2 addressed on previous pages of this report (see

especially pages 2-21 through 2-30).

Accordingly, Type B MTOE should be considered for discontinuance

as an Army organizational concept. It is certainly not the intent of

this recommendation to suggest eliminating the use of foreign national

personnel. Both the regular employment and the opportune use of such

personnel has been a regular practice in past in periods of peace and

in time of conflict. We do recommend, however, eliminating the percep-

tion of such personnel as integral to the structure of any MTOE unit,

in order to remove any potential challenge to the logical basis for MTOE

military incumbency as mandatory.

For essentially the same reasons, it may become very difficult to

maintain reasonable correlation between military position identification

and the combat environment, in the face of Army-proposed legislation to

require selected Federal civilian and contractor employees to manditorily

serve in wartime in combat zones. We have previously discussed such a

HQDA legislative proposal on preceding pages 2-28 through 2-30. We do

not impugn here in any way the commitment to national best interests, or

the patriotism of American civilians-in peace or in war. We do suggest

that the proposed legislation may have less than enthusiastic support

within DOD, may have even less support in some public and congressional

quarters on a variety of grounds (some constitutional), and in the process

may further debilitate the fundamental grounds supporting military

1
Op. cit., p. 1-5.2 0p. cit., pa 2-29.
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-- identification of combat and direct combat support positions. This

suggestion is not predicated on simply defensive grounds or vague mis-

givings. It is based upon the precept that military effectiveness in

time of war is a function of unquestioning willingness of the military

member to serve where, when, and under whatever conditions may exist,

without regard to personal choice. This precept may well be inimical

to the concepts of civilian service in our society; unwary reliance upon

application of that principle in a civil environment could, in such cir-

cumstances, render vulnerable key elements of the national military capa-

bility. The proposed HQDA legislation should, accordingly, be reconsidered.

3. Contract Service and Mobilization Considerations

The time and resources available to the GRC Study Team under the

current effort required a focus upon the active Army military and civilian

structure, as prescribed in Contract DAAG39-78-C-0141. It has not been

possible to expand the study scope to fully cover other manpower resources,

such as contract services, or augmentation increments to the active Army

upon mobilization. Among the latter are Mobilization TDA (MOB TDA) which

for specific TDA units reflect wartime manpower levels upon mobilization

which exceed the "pre-mobilization" manpower requirements columns incor-

porated in published TDA and reflected in TAADS. While these elements

were outside the direct purview of the contract study reported herein,

and we have no specific recommendations on these matters at this point,

it must be recognized that the position delineation factors and principles

developed in the course of this study could heavily influence or, in

* turn be heavily influenced by the manpower policies, practices and pro-

cedures.applied to these supporting and augmenting elements of the active

Army. Appropriate follow-on review of those elements should, accordingly,

* . be conducted to isolate and correct conflicitng principles and assure

employment of compatible manpower policies, practices and procedures.
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SECTION 4

THE DECISION LOGIC/QUANTITATIVE POSITIONS IDENTIFICATION METHOD

All of the work carried out by the GRC Study Team under contract

No. DAAG39-78-C-0141 has been directed to the ultimate objectives of:

.• Developing a decision logic/quantitative procedure which:
4.

- Can be incorporated into existing Army regulations

governing manpower management

- Is sufficiently simplistic to be used by manpower

managers at all levels with minimum training

- Provides the basis for:

-- Validating the identity of positions currently

in the force structure

-- Demonstrating the numbers of positions in each

identity necessary to perform the Army's mission

-- Establishing the identity of positions in future

Army force structure adjustments

.- Demonstrating that the decision logic/quantitative procedure

.-we have developed can be successfully applied to a repre-

sentative sample of positions currently in the Army force

structure

0 Recommending how the decision logic/quantitative procedure

may be implemented Army-wide.

These are the three key project objectives. They have been achieved.

Their products are detailed in the remaining portions of this section.

QUANTITATIVE POSITION IDENTIFICATION HANDBOOK FOR MANPOWER MANAGERS

It was our conviction from inception that this research undertaking

should have as its prime product, a practical vehicle for Army-wide man-

power management use in implementing the quantitative methodology.
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Accordingly, we proceeded directly to the construction of such a

vehicle in the form of a draft DA Pamphlet 570-X. Originally published

at GRC in July 1979 and subsequently submitted to the study sponsor, it

has been revised to incorporate minor modifications/improvements and is

reproduced in its entirety beginning on the next page.

(Numeration of Section 4 continued
after page 3-13 of DA Pamphlet 570-X)
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FOREWORD

This pamphlet describes procedures used to define active Army

positions by category (commissioned officer; warrant officer; enlisted;

civilian). These procedures are prescribed for use by manpower managers

and others charged with position definition responsibilities such as

those in AR570-4. Their consistent application will directly promote

the most effective and economic use of Army personnel resources.

The pamphlet also contains brief comment on the potential use of

data generated by the process in The Army Authorization Document System

(TAADS) described in AR310-49.

Users of this publication are encouraged to submit recommended

changes and comments for improvement. Comments should be keyed to the

specific page, paragraph, and line of the text in which the change is

recommended. Reasons will be provided for each comment to ensure under-

standing and complete evaluation. Comments should be prepared on DA

Form 2028 (Recommended Changes to Publications and Blank Forms) and be

forwarded direct to HQDA (DAPE-HBU), Washington, D.C. 20310.
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CHAPTER 1

INTRODUCTION

1-i. GENERAL. This publication was prepared for Headquarters, Depart-

ment of the Army, for Army-wide use in identifying the proper personnel

category for each position, military and civilian, in the active Army

force structure. It explains the position identification method, provides

guidance for use in applying the identification method at organizational

and field level, and briefly addresses the potential use of data based

on position identification results in The Army Authorization Documents

System (TAADS).

1-2. PURPOSE AND SCOPE. The fundamental purpose of the method, policies

and procedures prescribed herein is to provide a regularized and objective

means of required personnel category identification. While mature judg-

ment based upon individual experience and training remains a substantive

part of the identification process, analytic and objective quantification

of the key decision-making factors is its essence. Collectively, these

methods are designed to achieve optimum personnel utilization, maintain

a high level of performance and morale, and accomplish missions through

the most economic and effective use of personnel resources. They minimize

reliance upon subjective factors. They provide a sound basis for validat-

ing the identity of active force tasks in terms of the need for commissioned

" officer, warrant officer, enlisted or in-service civilian incumbents.

Their proper use will directly enhance Army Staff ability to demonstrate the

• number of positions in each category needed to execute the Army mission,

and will provide an improved procedure for distinguishing the identity

of positions in future Army force structure adjustments.1.
1-3. BACKGROUND

a. Prior experience in structuring the Army personnel force to

assure timely achievement of Army fiscal and manpower resource management

goals demonstrated the need to more effectively and objectively determine

the manpower category (commissioned officer, warrant officer, enlisted,

civilian) required for efficient, economical performance of given tasks.

l-1
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Not the least of these considerations have been the principles and

practices which are a part of National policies and statutes governing

the employment of military and civilian members. Recognizing this need,

the Army commissioned development of the objective quantitative methods

described in this pamphlet. They focus on active Army force structure

in-service positions. The principles involved should, however, have

application to Army Reserve and National Guard positions. They do not

address the issue of in-service vs contractor performance of tasks

executed by civilian personnel.

b Selected terms used in the Army position identification

system are defined below:

(1) "Position" means the tasks assignable to one military

or civilian member, consisting of:

(a) The duties which must be performed.

(b) The responsibilities which may be exercised.

(c) The conditions of employment (for example:

actual or potential exposure to hostile fire;

geographic or physical location/environment;

work hours; and other comparable conditions).

(d) The level of employment (for example: level of

executive and managerial skills required; technical

skills and knowledge needed; level of position

within the organization; and other comparable

attributes).

(2) "Identification" means the designation of a position

as requiring the assignment of a military or civilian member and, if

military, the establishment of that position as requiring the assignment

of either a commissioned officer, a warrant officer, or an enlisted

member. The identification process should be completed taking full

account of the official position description and/or the official military

occupational specialty (MOS)/specialty classification description

applicable to the position.
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- (3) Explicitly defined "factors" and "subfactors" are the

means of identification of each position. They are applied using a

sequential method employing decision-logic combined with a quantitative

procedure employing a point-scoring process. The initial use of decision-

-. logic permits many positions to be promptly identified in basic categories

without resorting to unnecessary point-scoring assessments; selected fac-

tors provide a solidly objective identification of individual positions

on a yes-no basis. Point-scoring, in turn, permits objective assessment

of remaining positions which are defined by other factors/subfactors,

each of which has differing relative influence on the final identifica-

tion decision. These important factors and subfactors supporting both

the decision-logic and point-scoring methods are the subject of Chapter 2.

(4) "In service civilian incumbents" means all Army civilian

employees (U.S. direct hire, foreign national direct hire, and foreign

national indirect hire). The term does not include contractor employees,

and they are excluded from consideration in this handbook.

T-
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CHAPTER 2

IDENTIFICATION FACTORS AND SUBFACTORS

2-1. GENERAL. Selected Army directives, Department of Defense directives

and instructions, certain other Executive Branch directives, and selected

statutes, play some part in establishing criteria used in position iden-

tification. Those criteria are not always fully defined. In some cases,

a degree of inconsistency may exist in definitions appearing in different

directives. Finally, position identification analysts at organizational

and field level will not always have access to the many written authorities

containing applicable criteria. This chapter collects all of the applicable

criteria, arrays that criteria in the form of position identification

factors and subfactors, and provides complete and uniform definitions.

2-2. FACTOR/SUBFACTOR APPLICABILITY. The factors/subfactors in this

chapter are intended to be all-inclusive. Instructions in Army directives

mandating a specific identity for individual positions will be based upon

the factors and processes prescribed herein (see paragraph 3-2. b). Re-

commendations on additions, deletions or modifications to existing factors/

subfactors may be submitted in accordance with the instructions in the

Foreword.

a. In applying these factors/subfactors to individual positions

the precise definitions in this chapter should be used.

b. Personnel charged with position identification responsibility/

authority must be thoroughly familiar with, and must fully understand

-. these definitions.

c. It must be clearly understood that these factors/subfactors/

1. definiions:

(1) Are not designed for use in determining relative officer,

1. enlisted, or civilian grades for individual positions. Similarly, the

methods described in Chapter 3 are not addressed to grade determination

issues for any position.
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(2) Are focused upon the requirements of positions and

the duties which must actually be performed in that position -- not upon

what any individual occupant may or may not be able to do in the same,

or any other, position.

2-3. DISTINGUISHING BETWEEN MILITARY AND CIVILIAN POSITIONS. The factors

listed and defined below will be applied in distinguishing between those

positions which must be occupied by military personnel, and those which

should be occupied by in-service civilians. For ease of reference, they

are listed in the order in which they appear and are used in the identifi-

cation method detailed in Chapter 3. That order in Chapter 3 is dictated

more by method simplification and ease of operation needs than by consider-

ations of relative precedence or importance of the factors; instead, these

precedence and importance aspects are fully accounted for by the point

scoring methods applied in Chapter 3.

a. When evaluating a specific position, the definitions of the

factors which follow will allow clear cut yes-or-no answers to military

versus civilian identification questions. Accordingly, further definition

of subfactor elements is not necessary.

FACTOR DEFINITION

COMBAT Positions in units constituted to operate
habitually in the forward portion of the active
contingency or combat area. These units and
their corresponding headquarters and service
companies are organized under a Category I

modification table of organization and equip-
ment (MTOE) and are assigned primary missions
which include that of destroying the enemy and
seizing or holding ground; or of destroying
the enemy by fire or other tactical action in
support of or as assistance to the ground gain-
ing forces. Combat units organized under
Category I MTOE will be charged with secondary
missions in exceptional cases only.
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COMBAT SUPPORT Positions in units constituted to operate
habitually forward of the Army rear boundary in
the active contingency or combat area. These
units normally assigned to division, corps, or
army, are organized under a Category II MTOE
and are assigned primary missions which include
direct support and assistance to combat units
in the forward active portion of the combat area.
Combat support units organized under Category II
MTOE may be charged with execution of secondary
missions which are related to or are an extension
of the assigned primary missions.

COMBAT SERVICE SUPPORT Positions in units constituted under a Category
III MTOE to exercise the primary mission of
providing operational assistance and services
in direct support of combat and combat support
units in the active contingency or combat area.
Their primary mission responsibilities involve
tasks which, if not performed or if appreciably
delayed, could cause effectively immediate and
direct impairment of combat capability. They
normally operate in the communications zone of
the combat theater or along the lines of commu-
nication leading thereto, to include the contin-
ental United States. Combat service support units
organized under Category III MTOE will be charged
with execution of secondary missions when possible;
such secondary missions will be related to or an
extension of the assigned primary missions.

PRETRAINED CONTINGENCY/ Table of Distribution and Allowance (TDA) posi-
WARTIME AUGMENTATION tions requiring immedi tely deployable pretrained

incumbents available for contingency/wartime
augmentation of combat and direct combat/combat-
service support MTOE units. Skills/capabilities
maintained in these positions are essential for
MTOE unit augmentation and casualty replacement
either immediately or relatively soon after
commencement of sustained contingency/wartime
operations, but are not authorized to those MTOE

units for manning in peacetime.

TDA positions may be placed in this category
if they fall within the numerical and skill
allocations included in periodic formal HQDA

communications identifying pretrained contingency/
wartime augmentation requirements for MTOE units.
HQDA communications identifying these requirements

Swill have taken full prior account of the possible
availability of other Army Reserve and National

2-3
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Guard resources which, depending upon the cir-
cumstances, the decisions of the President, and
the actions of the Congress, may or may not be
available in a national emergency.

Other TDA positions will not be identified for
military incumbency in this category unless
formally authorized and justified by HQDA.

MILITARY BY LAW Positions within or outside the Department of
OR TREATY the Army requiring a military incumbent either

by statute; or by virtue of Presidential or
Secretary of Defense policies relating to U.S.
treaty commitments and to related matters vital
to the security of the United States; or by
virtue of Joint Chiefs of Staff action approving
the U.S. Army military manpower contribution to
international military activities of NATO, the
NATO Military Committee, United Nations Command
Korea, Southeast Asia Treaty Organization (SEATO),
Central Treaty Organization (CENTO), and other
activities based upon international agreement.

CIVILIAN BY LAW Positions within or outside the Department of
OR TREATY the Army requiring a civilian incumbent either

by statute; or by virtue of Presidential or
Secretary of Defense policies relating to U.S.
treaty commitments and to related matters vital
to the security of the United States; or by

virtue of Joint Chiefs of Staff action approving
the contribution by the Department of the Army
of in-service civilian manpower to international
activities of NATO, United Nations Command
Korea, SEATO, CENTO, and other activities based
upon international agreements.

EXTERNAL MILITARY Positions which are:
REQUIREMENT Within commands/agencies/organizations outside

the Department of the Army, which have been
designated for Army military incumbency by
agreement between the Department and lateral
or higher Federal authorities.

Within the Department of the Army and designated
for military incumbency to meet contingency/
wartime augmentation and mobilization needs in
commands/agencies/organizations outside the
Department, based upon agreement between the
Department and lateral or higher Federal
authorities.
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These positions are a part of active Army force
structure strength, but assigned to (or programmed

'1 for): the Office of the Secretary of Defense;
the Office of the Joint Chiefs of Staff; the
several OSD and JCS field activities; the several
Department of Defense agencies; the unified and

specified commands under the operational control
of the JCS; and other designated activities within
or under the jurisdiction of the Federal Govern-
ment.

EXTERNAL CIVILIAN Positions which are within commands/agencies/
REQUIREMENT organizations outside the Department of the Army,

which have been designated for incumbency by in-
service civilian employees of the Department of

the Army by agreement between the Department and
lateral or higher Federal authorities. These
positions are a part of the active Army in-service
civilian strength, but are assigned to and
located within: the unified and specified
commands under the operational control of the
JCS; and other designated activities within or
under the jurisdiction of the Federal Government.

b. When evaluating a specific position, the definitions of the

factors which follow may not allow clear cut yes-or-no answers to basic

military versus civilian indentification questions. Accordingly, these

factors are first defined in terms of overall meaning, and are then further

defined by subfactors which describe selected job elements considered most

useful in making a proper position identification.

SECURITY TDA positions dedicated to physical security and
tasks some of which, if not performed or if app-

reciably delayed, could cause effectively
immediate and direct impairment of combat
capability. Primary mission/task responsibi-
lities of the latter positions are to: provide
physical security and law enforcement at instal-
lations primarily oriented toward troop acti-
vities; provide physical security and law
enforcement at selected activities to prevent
loss of destruction of government/military

V. property essential to military readiness and
the national security.
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SECURITY SUBFACTORS

* Secure Nuclear Weapons; Command Posts;
Troop Installations

& Supervise Prisoners

* Perform Perimeter Patrol; Fire Watch

* Prevent Crime

* Control/Issue ID Documentation

e Control Traffic

INTELLIGENCE TDA positions dedicated to intelligence tasks some
of which if not performed could cause effectively
immediate and direct impairment of combat capa-
bility. Included in this category may be:
positions assigned to selection and prioritiza-
tion of requirements and allocation of resources;
positions assigned to correlate, analyze and
direct collection programs; positions required
to develop focused intelligence sumnaries, devise
techniques, perform intelligence tasks, and to
control dissemination of intelligence informa-
tion.

INTELLIGENCE SUBFACTORS

" Select/Prioritize Requirements; Allocate
Resources

" Correlate/Analyze

* Direct Operational Program

* Devise Techniques; Perform Tasks

9 Prepare Focused Summaries

e Control Dissemination

CURRENT MILITARY TDA positions requiring military experience and
BACKGROUND/TRAINING training more substantial than familiarity with
REQUIRED military administrative or personnel administra-

tion procedures, or similar capabilities reason-
ably possessed by civilian employees. Included
in this category may be:
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Positions assigned to direct planning, management,

military systems maintenance/test/evaluation,
weapons development, and comparable indirect
combat support activities in which substantive
and recent military experience is necessary to
insure that programs are directed toward essential
military requirements.

Positions for personnel assigned as trainers
conducting essential military training based on
their own military training, practical military
experience, and current military doctrine.

Positions requiring training in explosive ordnance
disposal, special weapons controller, Special
Forces aidman, and comparable combat support and
combat service support-type functions; training
for which is not normally available to or
appropriate for civilian personnel.

CURRENT MILITARY BACKGROUND/TRAINING REQUIRED

SUBFACTORS

* Define Military Requirements

* Evaluate Doctrine and Tactics

* Determine Operational Suitability

* Test Operational Capability

* Train Troops

* Teach Doctrine and Tactics

MORALE, WELFARE, AND Civilian Incumbency: TDA full-time operating
RECREATION (MWR) and managerial positions in MWR activities,

" -ACTIVITIES whether supported from appropriated or non-
appropriated funds, will normally be staffed
with civilians. Military incumbency of full-
time positions will be authorized only in the
specific circumstances prescribed below. Except
in those circumstances, neither the essential
tasks performed by incumbents of full-time MWR
positions, nor their conditions of employment
involve inherently military functions or
expertise.
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Military Incumbency: compelling objective
Justification exists for military delineation
of TDA full-time positions in MWR activities
only in the following circumstances:

When military leadership supervision is
essential. Note that such supervision, in
appropriate circumstances, may be a function
of a military position at a higher level,
or a designated position elsewhere in the
organization of which the MWR activity is
a part. Note, further, that military
personnel may be assigned on an additional
duty basis to exercise supervision over and
serve as custodian of revenue producting MWR
activities. (In any case, requests for
permanent military identification of more
than three positions per commissary store
must be approved by HQDA and will be based
only on the nonavailability of qualified
civilians.)

As specified in this handbook for Rotation

Base Requirements (see paragraph 2-6).

As specified in this handbook for Career
Progression Requirements (see paragraph 2-6).

As specified in this handbook for No Quali-
fied Civilians Available (see paragraph 2-6).

MORALE, WELFARE AND RECREATION (MWR) ACTIVITIES
SUBFACTORS

* Provide Required Military Leadership/
Supervision (or the effectiveness cf an
MWR Activity will be Materially Compromised)

* Provide Military Leadership/Supervision

Materially Contributing to the Maintenance
of Military Morale and Welfare

* Supervise or Perform Work in an MWR
Activitiy

I!
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COMMERCIAL/INDUSTRIAL Commercial/industrial activities provide a
ACTIVITIES product or service that could be obtained from

a private source manned and operated by non-
Federal personnel in the civil sector of the
economy. Commercial/industrial activities are
listed and defined in OMB Circular A-76, DOD
Directives 4100.15 and 4100.33, and AR 235-5.
The listings are not exhaustively all-inclusive;
neither the listings nor the accompanying
definitions should be narrowly interpreted.

Civilian Incumbency: TDA positions in commercial/
industrial activities are normally identified
for civilian incumbency because they do provide
a product or service that could otherwise be
obtained from a private civilian source. Ex-
ceptions to allow military incumbency must be
held to minimum essential levels, and must be
objectively determined under the decision rules
below.

Military Incumbency: Compelling objective
justification for military incumbency within
commercial/industrial activities must support
each military position identification decision.
Such compelling justification exists and mili-
tary position identification will be prescribed
when the positions concerned are assigned to
combat, combat support, or combat service
support units (see paragraph 2-3.a.). Military
identification may also be prescribed when
the positions concerned are assigned to TDA
units and:

Factors/subfactors identified and described
in this handbook result in military incumbency;
or

The position concerned will be used for military
incumbents who will either provide or receive
retraining required for the effective discharge
of military duties.
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COMMERCIAL/INDUSTRIAL ACTIVITIES SUBFACTORS

" Subject to Deployment to Provide Support
(for example, depot or intermediate level
maintenance) to Meet Military Contingencies

" Essential for Training in Exclusively Military
Skills

e Provide a Military Presence Materially
Contributing to Maintenance of an Essential
Focus on Military Requirements

AUTHORITY AND TDA positions which require the incumbent to
DISCIPLINE exercise direct military authority over military

subordinates under the Uniform Code of Military
Justice. The exercise of direct military authority
and the maintenance of morale and discipline in
the armed services is a function of the military
leader (regardless of grade) acting on behalf of
the military comnander and/or on his own recog-
nizance. Civilian supervision of the work of
military personnel does not include command or
the exercise of direct military authority, and
the latter are not functions of civilian members
of the Department. By the same token, supervision
of military personnel does not, in and of itself,
constitute justification for or necessarily
require a military supervisor.

AUTHORITY AND DISCIPLINE SUBFACTORS

e Exercise Direct 24-hour Independent
Responsibility for Military Authority
and Discipline

* Maintain Military Morale Through Personal
Leadership

* Supervise Work

TRADITION AND/OR TDA positions which by tradition and custom have
CUSTOM been filled by military personnel. Military

identification of these positions either con-
tributes essential "esprit" to military organ-
izations, or is a visible aspect of the position
lending essential credibility to the incumbent
in the execution of the tasks and responsibilities
inherent in the job. While other factors listed

in this table may also play a role in the
position identification decision with respect to

2-10
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the following positions, they are examples of
jobs which by tradition or custom are designated
for military incumbency: aide (officer and
enlisted); provost marshal; inspector general;
U.S. Military Academy (USMA) professor and
instructor as designated by Superintendent, USMA;
secretary of service schools and colleges;
command sergeant major; first sergeant; band
leader; band member; recruiter and military
career counselor; drill sergeant; chaplain's
assistant; company level supply sergeant and
company clerk; honor guard.

TRADITION AND/OR CUSTOM SUBFACTORS

* Provide Required Military Presence (Or
the Effectiveness of the Position will
be Materially Compromised)

e Provide a Military Presence Materially
Contributing to the Effective Discharge of
Tasks, and/or the Maintenance of Military
Esprit

9 Supervise or Perform Work in a Military
Organization

UNUSUAL HOURS OR TDA positions, not otherwise requiring military
WORKING CONDITIONS incumbents, which entail unusual working hours

or working conditions not compatible with or
normally associated with civilian employment.
Military incumbency will be prescribed for these
positions, provided that HQDA (Director of
Civilian Personnel) formally confirms that the
unusual working hours or working conditions
inherent in the positon cannot reasonably be
made a "condition of employment" in the suc-
cessful recruitment of prospective civilian
incumbents.

UNUSUAL HOURS OR WORKING CONDITIONS SUBFACTORS

e Life/Health Risk Exceeds Civil Standards

* Duty Tour Schedule/Length Exceeds Civil

Standards for the Occupation

e Frequent Relocation

a Remote Location
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2-4. DISTINGUISHING BETWEEN OFFICER AND ENLISTED POSITIONS. Within the

military category positions identified through application of the factors

in paragraph 2-3, the factors/subfactors listed and defined below will be

applied in distinguishing between those positions which must be occupied

by officers, and those which should be occupied by enlisted members. The

process of making this distinction using these factors and the methods

discussed in chapter 3, will also identify most of the commissioned officer

position requirements in the total officer requirements pool (paragraph 2-5

addresses those factors/subfactors which identify the remaining pool of

officer positions by commissioned or warrant status).

a. When evaluating a specific position, the definitions of the

factors which follow will allow clear cut yes-or-no answers to officer

versus enlisted identification questions. Accordingly, further definition

of subfactor elements is not necessary.

FACTOR DEFINITION

COMMAND, PLATOON Positions requiring the discharge of direct
OR ABOVE leadership authority and responsibility,

through the exercise of command of military
units at platoon or higher organizational
level. (Note: Warrant officers may not command
units which include commissioned officers.)

DISCIPLINARY Positions requiring the incumbent, in the
POWERS (UCMJ) interest of good order and discipline, to

exercise powers prerequisite to the imposition
of judicial or nonjudicial punishment under the
Uniform Code of Military Justice (UCMJ).

OFFICER/ENLISTED Positions requiring an officer (commissioned
BY LAW OR TREATY officer or warrant officer status may be

explicitly prescribed), or an enlisted member,
either by statute; or by virtue of Presidential
or Secretary of Defense policies relating to U.S.
treaty commitments and to related matters vital
to the security of the United States; or by
virtue of Joint Chiefs of Staff action approving
the contribution by the Department of the Army
of military manpower to international activities
of NATO, the NATO Military Committee, United
Nations Command Korea, Southeast Asia Treaty
Organization (SEATO), Central Treaty Organiza-
tion (CENTO), and other activities based upon
international agreement. I
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b. When evaluating a specific position, the definitions of the

factors which follow may not allow clear cut yes-or-no answers to basic

officer versus enlisted identification questions. Accordingly, these

4. factors are first defined in terms of overall meaning, and are then

further defined by subfactors which describe selected job elements

considered most useful in making a proper position identification.

FACTOR DEFINITION

KNOWLEDGE The nature and extent of information or facts
which the incumbent must understand to do
acceptable work (e.g., steps, procedures,
practices, rules, policies, theories, prin-
ciples, and concepts) and the nature and
extent of the skills needed to apply that
knowledge.

I. KNOWLEDGE SUBFACTORS

* Advanced degree required

e Mastery of a professional field to gene-
,*. rate and develop new hypotheses and

theories

o Knowledge of a wide range of concepts,
principles and practices in a professional
occupation

o Knowledge of an extensive body of regula-
tions on a wide variety of functions

o Knowledge of basic operations which require
some previous training

o. . Broad knowledge of military operations
and subjects

* SUPERVISORY CONTROL The nature and extent of direct or indirect

controls exercised by the incumbent. Controls

are exercised in the way assignments are
made, instructions given, priorities and
deadlines are set, and objectives and boundaries
are defined. Imposing these controls in ways
calculated to best achieve unit goals requires
coordination and personal contact at the manage-

ment and supervisory level outside the immediate

activity.
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SUPERVISORY CONTROL SUBFACTORS

" Provides direction on broad missions/functions;
coordinates with top management

" Sets overall objectives; establishes resource
levels; consults other managers

" Makes assignments, defines objectives and
priorities

" Assures technical accuracy of work performed

" Plans and carries out work in accordance with
accepted practice

* Works as instructed and consults supervisor
as needed

JUDGMENT AND The importance and independence of judgments
GUIDELINES and decisions required of the incumbent by the

position. The nature, variety and possible
impact of decisions. The nature of the guide-
lines (directives, policies, practices) available
to the incumbent, and the extent of individual
judgment exercised by the incumbent in the
successful application of guidelines. The less
well-defined the guidance for decisions, the
higher should be the point score rating; the
more specific and detailed the guidance, the
lower should be the point score.

JUDGMENT AND GUIDELINES SUBFACTORS

" Interpret and apply broadest guidelines and
legislation

" Adapt general, but limited, guidelines and
develop improved applications

" Interpret and apply detailed guidelines;
analyze results; recommend changes

" From established procedures/guidelines,

select and apply best approach

" Apply specific guidelines effectively

" Follow detailed guidelines; seek guidance
for all deviations

2-14
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!1
DECISION-MAKING Accurately identifying the different ways to
AND COMPLEXITY complete a task, and selecting the most effective

and timely method. The level of difficulty and
the degree of originality required will be
determined by the nature, number, variety and
intricacy of tasks, steps, processes or methods
available to execute the mission tasks.

DECISION-MAKING AND COMPLEXITY SUBFACTORS

* Decide concepts, theories, programs, content
and character of operations

* Originate techniques, establish criteria,
decide how personnel will be used.

* Direct varied workforce, interpret data,
plan work, make refinements

9 Decide what needs to be done within established
alternatives

9 Select source of information and type of
action, or authorize a direction, based
upon written guidance

* Follow specific instructions on work quickly
mastered

2-5 DISTINGUISHING BETWEEN COMMISSIONED AND WARRANT OFFICER POSITIONS.

Within the remaining group of officer positons identified through

application of the factors in paragraph 2-4, the factors/subfactors listed

and defined below will be applied to make the distinction between commis-

sioned and warrant officer requirements. These definitions may not allow

clear cut yes-or-no answers to basic commissioned versus warrant officer

identification questions. Accordingly, these factors are first defined

in terms of overall meaning, and are then further defined by subfactors

which describe selected job elements considered most useful in making a

proper position identification. Because a large majority of commissioned

officer positions will have already been identified using the factors in

paragraph 2-4, the factors/subfactors defined below have at least as heavy

a focus upon warrant officer position characteristics, as upon commissioned

officer position attributes.
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FACTOR DEFINITION

KNOW-HOW* The sum total of every kind of skill, however
acquired, needed for acceptable job performance.
The accumulated amount of knowledge, managerial
comprehension, and human relations skills re-
quired to perform the duties inherent in the
position.

KNOW-HOW SUBFACTORS

" Staff or Line planning/programming/management/
organization responsibilities

" Responsibility for military operations and
force management

" In-depth expertise in several enlisted
technical skills

" Employ special technical skills; operate
complex equipment

" Supervise technical service activity

PROBLEM SOLVING* The intensity of know-how required to identify,
define, and resolve a problem. The amount of
original, self-starting thinking required by
the position for analyzing, evaluating, creating,
reasoning, arriving at and making conclusions.

PROBLEM SOLVING SUBFACTORS

" Interpret policy and doctrine

" Set mission goals and evaluate progress

* Perform technical middle management functions

* Solve technical operating problems

* Direct personnel using proven methods

ACCOUNTABILITY* Answerability for actions demanded by the posi-
tion, and for consequences of action taken. The
impact of the job on end results, measured
against the latitude or freedom to act.*I

Source is the Third Quadrennial Review of Military Compensation, Staff
Studies and Selected Supporting Papers, Volume VIII, Department of
Defense, December 1976.
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ACCOUNTABILITY SUBFACTORS

* Control substantial resources

* Develop functional policies and advise on

implementation

e Responsible for administrative and support

services

e Receipt and account for property

2-6. MANAGEMENT OF THE MILITARY FORCE STRUCTURE. Factors and subfactors

applied thus far in this chapter have been focused upon the tasks associated

with each position, and the conditions under which they must be performed.

There have been some exceptions. For example, positions requiring a given

identity by law or treaty are identified accordingly, without attempting

to reexamine the need for that identity in terms of position tasks or

conditions of employment. By way of further example, the identity of

selected positions is heavily influenced by custom and traaition. In those

cases, however, the definitions in this chapter and the point scoring

methods prescribed in chapter 3 do provide a substantive measure of re-

examination in terms of job impact and environment. Finally, peacetime

manpower MTOE limitations make it necessary to meet wartime augmentation

needs by giving some TDA positions a military identification which might

not otherwise be required. In some measure, all of these considerations

limit DA flexibility in identifying active army positions by manpower

category. Ways of Qoping with these kinds of limitations on an on-60ing

basis are built into the factors/subfactors in preceding paragraphs.

There are three remaining principal force management limitations which

may vary widely based on the changing force structure, the composition

of the military personnel force, and the availability of in-service

civilians at selected locations and in selected skills. They cannot be

managed exclusively from field level because their resolution requires

access to total active force data; MACOM-wide or unit-wide data will not

suffice. Accordingly, HQDA instructions must play a prime role in deter-

mining the identity of positions affected by these major management limita-

tions. The factors listed and defined below provide for this essential

HQDA participation in the category identification of affected positions.

2-17



FACTOR DEFINITION

ROTATION BASE CONUS TDA positions which would not otherwise
REQUIREMENTS require military incumbents, but which are

identified for military incumbency to provide
balanced and reasonable domestic/overseas terms
of service for military personnel, based upon
overseas tour lengths and limitations prescribed
by the Secretary of Defense.

For CONUS TDA positions with rotation base

problems, HQDA has implemented a rotation
base policy and publishes instructions annually
in a letter titled "Manpower Policy to Assist
in Stabilization of the Rotation Base." Skills
with imbalance problems are listed and iden-
tified by MACOM. Commanders are instructed
to "protect" in their commands the correspond-
ing skills by MOS, in the magnitudes prescribed
by HQDA.

For CONUS TOA positions for skills which are
severely imbalanced by having more than 55%
of their authorizations overseas an enlisted
Space Imbalanced MOS (SIMOS) program has been
developed. Implementation of that program is
published in DA Circular 611-62. Civilian-
ization of skills in these MOS is prohibited.

Remaining CONUS TDA positions will not be
defined for military incumbency on grounds
of Rotation Base Requirements unless the
positions concerned are identfied by a skill
formally cited by HQDA as experiencing rota-
tion base skill imbalance problems.

CAREER PROGRESSION TDA positions which would not otherwise require
REQUIREMENTS military incumbents, but which are identified for

military incumiibency to provide balanced and rea-
sonable promotion flow and career progression to
military personnel. Career progression require-
ments must be computed centrally since they are
based upon total active force needs in each
military identity (commissioned officer, warrant
officer, enlisted). TDA positions will not be
identified for military incumbency on grounds
of career progression requirements unless the
positions concerned are formally cited for such
identification by HQDA, by MOS and grade.
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NO QUALIFIED TDA positions, not otherwise requiring military
CIVILIANS incumbents, which are dedicated to functions
AVAILABLE which must be performed by government personnel

in the execution of governmental responsibilities,
but for which no qualified civilians are available.
Military incumbency will be prescribed for these
positions, provided that:

All reasonable efforts have been made locally
to recruit qualified civilians.

Within 12 months after initial designation
for military incumbency, HQDA formally confirms
qualified civilians from other geographical areas
are not available. Normally, foreign national
direct hire and U.S. direct hire categories are
interchangeable. In view of this, if the
local labor market in an overseas area cannot
supply the required skills, the recruitment
of civilian applicants from the CONUS must be
considered.

Conversion to civilian incumbency will be
effected when qualified civilians do become
available.

.

I" 2-19



CHAPTER 3

METHOD

3-1. GENERAL. The position identification procedure is sequential. It

combines decision logic and point score analyses. It applies to all

positions in the active Army force structure, with the exceptions discussed

in paragraph 3-2.

a. Decision logic tables are used to analyze a series of if-then

relationships in tabular form. They focus attention on the precise infor-

mation necessary to choose between two alternatives.

b. Point scores are used when the potential number of factors/

subfactors involved in a decision effectively forecloses concise definition

of a series of if-then relationships in tabular form. Point scoring

procedures presented here combine features of a number of job evaluation

methods, including whole job ranking, point rating, and factor comparison.

3-2. EXCLUSIONS. The procedures prescribed in this handbook are intended

for application to all active Army positions, except as indicated below.

a. The position identification process prescribed in this hand-

book is neither used nor required for military positions authorized in

the following individual groupings: cadets, students, trainees, holdees,

patients, transients, prisoners. Designation of incumbency for these

military positions is determined by law in the case of cadets; and is a

quantitative function of the number of active duty military personnel

authorized in each military category for the remaining groupings.

- b,. On the effective date of this handbook, other positions in

the active Army force structure which are specifically designated in

current formal, numbered Army administrative publications (listed in

DA Pamphlet 310-1), as commissioned officer, warrant officer, enlisted,

or civilian, may be excluded for a period of up to one year from con-
sideration under the procedures prescribed in this handbook. Within

that one year period, the existing basis for the "by direction" category

identification of such positions will be reexamined. That reexamination
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will give full consideration to the factors, subfactors, and principles

in this handbook. Continuation beyond the one year exclusion period of

category identification by direction, rather than under the procedures

in this handbook, will require formal HQDA approval.

3-3. IDENTIFICATION PROCESSES. Ideal position identity is established

in three steps of an iterative, sequential process. Step 1 identifies

positions as either civilian or military. Step 2 identifies those military

positions designated for officer or enlisted incumbency. Step 3 differen-

tiates between commissioned officer and warrant officer positions. Each

step includes both decision logic and quantitative alternatives. In the

process of applying these alternatives using the decision tables described

below, some aspects of steps 1 and 2, or steps 2 and 3 may be completed

by the analyst at the same time in the same table. The decision tables

take account of and apply to the individual position identification

process those Army-wide force structure limitations managed by the Army

Staff from HQDA level. For positions affected by these Army-wide limita-

tions, a selected alternative identity is established in lieu of the ideal

identity which would otherwise be prescribed.

a. To assure full assessment of each function and each aspect of

the conditions of employment of a given position, the definition and

categorization process for each position should begin with step 1 as

represented by Table 1, described below. The process is structured to

employ consecutively numbered tables. Each table uses an if-then logical

construct to accurately lead the user through a regularized, objective

evaluation process taking full account of each of the position identifi-

cation factors defined in Chapter 2. A fundamental prerequisite is that

the user fully understand and conform to those chapter 2 definitions

throughout the categorization process.

b. Equally important to accurate position identification is the

requirement that the identification analyst be familiar with the organi-

zation to which the position is assigned. Detailed information concerning

the functions, specific duties and any unique characteristics of each
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position must either be known to the analyst or obtained through work

center visits.

3-4. USING THE POSITION IDENTIFICATION TABLES. Because the categorization

of each position begins with analysis under the rules prescribed in Table 1,

and because the process is designed to make logical use of Tables 1 through

6 in sequence, the tables are reproduced in consecutive order at the end

of this chapter. Begin with Table 1; move through the decision process

prescribed by the if-then logic in the column headings; proceed to the

next table specified in column IV of table 1, to continue the decision

process. Each subsequent table uses a similar process, culminating with

Table 6. As you move through each table, the final column of each will

indicate the correct table to move to next for the position you are

evaluating. The content and use of each table are discussed below:

a. Table 1 is designed to initially distinguish between military

and civilian positions by first applying those rules (factors) which

clearly define a position's ideal identity on a yes-no basis. Some provide

a clear-cut yes-no answer (rules 1 through 8). Others do not (rules 9

through 16).

b. Table 2 uses point scores to establish the military or

civilian category for positions not clearly defined by the yes-no process

under rules 9 through 16 of Table 1. The subfactors defined in Chapter 2

for each rule (factor) concerned are point scored, and the results totalled.

That total score determines military or civilian identification, subject

to further review of military positions on Table 3A, and civilian positions

on Table 5.

(1) To use Table 2 correctly, the analyst must determine

what percentage of worktime is covered by the subfactors described on

that table. Each subfactor has a permanent numerical value which is

displayed in the lower left hand corner of each subfactor block. The

permanent value is multiplied by percentage of worktime covered, to

produce a point score for applicable subfactors. Point scores are totalled

in Column III for each applicable rule. iule totals are aggregated and

the aggregate score if less than 120 is entered in the space provided in

Column III for Rule 25; scores of 120, or above, are entered in the spare

3-3



provided in Column III for rule 26. For civilian positions (aggregate

score less than 120) proceed directly to Table j. Ifilitary positions

(aggregate score 120, or above) proceed to Table 3A.

(2) Particular care must be taken to stay within the percent-

age limits prescribed for Table 2 rules. These percentage limitations are

specified in succeeding captions within Column II, preceding the rules and

subfactors to which they apply.

(3) Do not narrowly interpret the language describing each

subfactor. Attempt to account for all of the worktime contemplated by

the MOS and/or position description, and other available information

pertaining to the position being analyzed.

c. With few exceptions, Table 1 and Table 2 results will require

further analysis under succeeding tables before a final position identity

decision is made.

d. Tables 3A, 3B, and 4 are designed to distinguish between

commissioned officer, warrant officer, and enlisted categories for all

positions identified as military under Tables I and 2.

(1) Table 3A identifies certain officer positions by apply-

ing selected factors which allow clear officer definition of these positions

on a yes-no basis. In some cases, such as where provisions of law are

involved, concurrent identification of a commissioned, warrant officer or

enlisted requirement for specific positions can be made.

(2) Table 3B uses point scores. Point score values are

fixed and do not require a percentage of worktime estimate such as that

used in Table 2. Fixed score values appear in the lower right hand corner

of each subfactor block. While more than one subfactor within a given

rule (factor) may apply to the position being analyzed, you are to select

for that rule only the single subfactor with the highest point score that

best describes the position. Score totalling and aggregation is essentially

similar to that used on Table 2. Table 3B focuses primarily upon dis-

tinguishing between the officer and enlisted categories. In the process,

however, it will also define the large majority of DA commissioned

officer requirements. The scoring scale is divided into three levels.

Top-level scores clearly define commissioned officer positions; middle-

level scores identify officer positions, but do not distinguish between
3-4



commissioned and warrant officers; scores on the remainder of the scale

clearly define enlisted positions.

(3) Table 4 distinguishes between conmmissioned officer and

warrant officer categories for those positions placed in the overall

officer category under Tables 3A and 3B. Table 4 uses point scores

based on know-how, problem solving, and accountability job factors. As

in the case of Table 3B, point score values are fixed, and a similar

process is used to compute the total score for the table.

e. Tables 1 through 4 allow essentially ideal category identifi-

cations for each porition at organizational and field level, without

taking account of certain major Army-wide unique manpower resource

limitations and management requirements discussed in paragraph 2-6.

Resolution of these limitations and requirements at organizational and

field level must be based on formal guidance/direction from HQDA. Table 5

is designed to provide a means of applying HQDA guidance/direction at

the appropriate point in the sequential position identification process.

3-5. MAINTAINING/RECORDING CURRENT POSITION IDENTIFICATION. The sequential

position identification process terminates in Table 6, which is not a

decision tool, but serves to record the essential results of the step-

by-step analysis completed in Tables 1 through 5. Organization charac-

teristics and location of the position are included. Table 6 provides

a long-term record of the sequential position identification decision

and the "key rules" on which that identification decision was based.

Key rules selection/recording, and other entries on Table 6, will be

completed as follows:

} a. Column II. Complete all item entries called for in Column I,

by reference to the MTOE or TDA on which the position is carried.t
b. Column IV. Enter in the blank spaces provided, the alpha-

betical/nwmerical rule designator, or the score used, from each table

listed in Column III which was applicable to the position.
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c. Column V. For the position identity determined by the

analyst using the procedures described in this chapter, enter in the

upper block of the "Rule" column the number of the Table 1 or Table 2

rule applied to the position (NOTE: the applicable rule will already

have been identified in Column IV, and only one Table 1 or Table 2 rule

will have been so identified). For the military position identity

selected, enter in the lower block of the "Table" and "Rule" columns

the key table/rule designator applicable to that position, selected

as follows:

(1) For any position to which a Table 5 rule was applied,

only that table and rule will be selected.

RATIONALE: A Table 5 rule, when applied, has the direct

and imr ediate effect of establishing an alternative

identity based essentially on that rule alone. It is,

thus, the key determinant. Were it not for application

of that Table 5 rule, the position would have been

given a civilian identity.

(2) Commissioned Officer Positions. Where a Table 5 rule

was not applied, the commissioned officer identification decision will

have been made either: based on "law or treaty" under Table 3A rule (a);

or using point scores under Table 3B rule (1), or Table 4 rule (p), but

not both. Whichever one of those three table/rule entries appears in

Column IV of Table 6 will be designated as the key table/rule.

RATIONALE: Either "law or treaty" provisions applied by

Table 3A, or the point scoring analyses of position char-

acteristics in Tables 3B or 4, are the rational and immediate

basis for the distinction between the commissioned officer

and warrant officer categories. In the final analysis, then,

one of these three alternatives is the key determinant.

(NOTE: It should be recognized that Table 3A rule (c)

definitions will also play a significant initial analysis

role in officer position identification).
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(3) Warrant Officer Positions. Where a Table 5 rule was

not applied, the warrant officer identification decision will have been

made either: based on "law or treaty" under Table 3A rule (b); or using

point scores under Table 4 rule (q). Whichever one of those two table/rule

entries appears in column IV of Table 6 will be designated as the key

table/rule.

RATIONALE: Either "law or treaty" provisions applied

by Table 3A, or the point scoring analysis of position

characterisitics in Table 4, is the rational and

immediate basis for the distinction between the commis-

sioned officer and warrant officer categories. In the

final analysis, then, one of these two alternatives is

the key determinant. (NOTE: It should be recognized

that Table 3A rule (c) definitions will also play a

significant initial analysis role in officer position

identification).

(4) Enlisted: Where a Table 5 rule was not applied, the

enlisted identification decision will have been made either: based on

"law or treaty" under Table 3A rule (d); or using point scores under

Table 3B rule (J). Whichever one of those two table/rule entries

appears in Column IV of Table 6 will be designated as the key rule.

RATIONALE: Either "law or treaty" provisions applied

by Table 3A, or the point scoring analysis of position

characteristics in Table 3B, is the rational and

immediate basis for the distinction between the

enlisted and officer categories. In the final analysis,

then, one of these two alternatives is the key deter-

* minant.

(5) Civilian Positions. Additional table/rule entries are

1not required, since the civilian identification final decision is made

either under Table 1 or Table 2, and the appropriate entries are already

rmade in the upper blocks of the "Table" and "Rule" columns as prescribed

in subparagraph c, above.

(6) Validation. Completion of Table 6 and the position

grade, and current date, in the space provided in Column VI.
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d. Data for Management Information Systems. Consideration is

being given to inclusion in the Army Authorization Documents System

(TAADS) of selected position identification data. These data elements

might be included on automated manpower documents immediately following

paragraph/line number. They would comprise a three-digit rules designator

to record the key rules entered in Column V, of Table 6, which are the

basis for the identification decision on each individual position.

(1) The first two digits would be dedicated to recording

the Column V upper block rule number (i.e., from Tables 1 or 2), which

would use designators "01" through "08," "2511 and "26."

(2) The final digit would be dedicated to Column V lower

block alphabetical rule designacors (i.e., fron Tables 3A, 3B, 4. and 5),

which. would use designators "ia," "b," "d," "j," "1," "p" through "t."

(3) In automated form, these data would be used to provide

summary position identification information and the rationale supporting

identification of active Army in-service manpower categories. They

would also be particularly useful in comparative analyses of like units,

or analyses by skill, condition of employment, etc., to assure consistency

in the identification of like positions, among other things. Finally,

they would provide a data source for use in control and discipline of

the system, permit audit/investigation on an exception basis, and allow

data retention over time to serve as a vehicle for trend and other

analyses.

e. To provide a detailed data source for analysis, position

identification justification, and future use, consideration is being

given to distribution of a consolidated position identification file.

The consolidated file would contain Tables I through 6, in order, on a

single folded sheet. It would be used as a work sheet, justification,

and file document for individual active Army positions. A prototype

of the consolidated file follows Table 6 at the end of this chapter.
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L IFTHEPOSIIONFITSTHE0 POSITION ICEN- StEJECT TO
E DEFNITIN OF THE RULS: T WILL BE ESfAB- FURTHER ([FINI-

1__________________ ___________________ SHED_______ AS:_____UNDER:

(1)COMBAT (2) THROUGH (16) WILL NOT BE APPLIED MILITARY TABLE 3A
()COBTSPOT(3) TRUH(16) WILL NOT BE APPLIED MILITARY TABLE 3A'

(3) COMBAT SERVICE SUPPORT (4) THROUGH (16) WILL NOT BE APPLIED MILITARY TABLE 3A
PRETRA IED CNTNGEMCY/WARTLHE

(I.) AUGHENTATION (5) THROUGH (16) WILL NOT BE APPLIED MILITARY TABLE 3A

(5) MILITARY BY LAW OR TREATY (6) THROUGH (16) WILL NOT BE APPLIED MILITARY TABLE 3A

(6) CIVILIAN BY LAW OR TREATY (7) THROUGH (16) WILL NOT BE APPLIED CIVILIAN TABLE 6'

(7) EXTERNAL MILITARY REQUIREMENT (8) THR.OUGH (16) WILL NOT BE-APPLIED MILITARY TABLE 3A

(8) EXTERNAL CIVILIAN REQUIREKENT (9) THROUGH (16) WILL MI BE APPLIED CIVILIAN TABLE 60

(1) SNEURIYNC (10) THROUGH (16) MAY ALSO APPLY NOT YET FINALIZED TABLE 2

( ) SE ITEL I E C 
(10) THROUGH (16) MA ALSO APPLY NOT YET IALIZED TABLE 2

CRENT ILITARY1 BACKGROUND/ (12) THROUGH (16) M4AY ALSO APPLY NOT YET FINALIZED TABLE 2

__2_ MORALEN W EF RE, D RECREATION__ ___

(12 ) A EFRADRCETO (13) THROUGH (16) MAY ALSO APPLY NOT YET FINALIZED TABLE 2

(13) COMIERCIAL/INDUSTRIAL ACTIVITIES (14) THROUGH (16) MAY ALSO APPLY NOIT YET FINALIZED TABLE 2

(14)IAUThORITY AND DISCIPLINE (15) THROUGH (16) MAY ALSO APPLY NOT YET FINALIZED TABLE 2

(15) TRADITION AND/OR CUSTOM (16) MAY ALSO APPLY NOT YET FINALIZED I TABLE 2

(16) UNUSUAL HOURS OR WORKING CONDITIONS (PROCEED TO COLUMN III) INOT YET FINALIZED TABLE 2

No further Position definition Is required for these positions; proceed directly to Table 6 and
make appropriate entries.

CUMINT C R DNIIAINO MILITARY AND CIVLIA POSITION

RI THN I.V

TTLFO R L CSUDR RULES 117) ENTIE (21 jJgMAY NOT EXCEED 1
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1 DEMONSTRATION TESTING

The Study Advisory Group (SAG) Meeting Minutes, "Quantitative

Procedures for Position Identity, Definition," 27 July 1979, specified

that "GRC will give the hypotheses and the SAG will test." (See Appendix C

for further detail.)

The GRC monthly performance and cost report #10, 7 August 1979,

provided the SAG a descriptive test procedure to demonstrate the applica-

bility of the devised quantitative procedure to a representative sample

of positions currently in the Army force structure.

The demonstration test plan and procedures, a discussion of the

conduct of the test, GRC participation, conclusions drawn from test data

and further recommendations for follow-on work are detailed in following

pages.
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DEMONSTRATION TEST PLAN AND PROCEDURES

Test Objective

The objective of this test was to demonstrate that the quantitative

position identification procedure discriminates consistently between

military and civilian positions; and in the cases where military positions

are defined, further identify on a consistent basis those positions for

enlisted, warrant officer, or commissioned officer incumbency.

Assumptions

It is assumed that the numerical values of subfactcrs which appear

in the Position Identification Handbook adequately represent the relative

power of these subfactors to differentiate between military and civilian

positions; and between enlisted, warrant officer and commissioned officer

positions.

Test Structure

1. A representative sample of positions descriptions must be

selected to test the Position Identification Handbook procedure. These

positions should be selected so thatt

* All categories of positions are evaluated. The sample

shall include positions that are uniquely commissioned

officer, warrant officer, enlisted or civilian and

positions not uniquely defined.

* All decision logic and quantitative evaluation tables

are applied.

" All rules in the tables are exercised.

To satisfy the above criteria, 30 position descriptions are

required. They must be selected as follows:

4-4



COMMISSIONED WARRANT
OFFICER OFFICER ENLISTED CIVILIAN TOTAL

UNIQUELY DEFINED 2 2 2 2 8

NOT UNIQUELY DEFINED 5 5 4 8 22

7 7 6 10 30t.
Figure 4.1, Distribution of Test Positions, identifies the number of

positions that should be evaluated at each sequential event in the position

identification process. The boxes indicate outcomes of an operational

event in the sequence, whereas the diamonds indicate the application of

decision logic or quantitative analysis in the process.

The distribution of the selected positions set forth above estab-

lishes the benchmark or standard against which the position identification

process will be evaluated. The process and the anticipated outcome are

depicted in Figure 1 and discussed below:

All 30 positions are evaluated against Table 1, Identify Military

and Civilian Positions, in the Position Identification Handbook.

The expected outcome should correspond to the following distri-

bution:

- 12 positions should be identified military

* 2 positions should be identified civilian

16 positions should require further evaluation

The 12 military positions will test the 6 decision logic rulesIj that identify military positions, and 2 will test the 2 rules that

identify civilian positions. The positions identified as civilian

[require no further evaluation.
The 16 positions requiring further evaluation will test the quan-

titative processes of Table 2, Point Score Identification of Military

and Civilian positions, in the Position Identification Handbook.

4-5
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2. The expected outcome of the 16 positons to be evaluated in

Table 2, referenced above, should correspond to the following distribution

* 8 positions should be identified military

0 8 positions should be identified civilian

This distribution is established to ensure testing of the 8 quanti-

tative rules 2 times each to provide data to determine the capability of

the process to discriminate consistently between military and civilian

positions.

3. The third event in the process is to evaluate the 20 military

positions (12 from Table 1 and 8 from Table 2) against Table 3A, Identify

Officer and Enlisted Positions, in the Position Identification Handbook.

The expected outcome should correspond to the following distribution.

0 2 positions should be identified officer

0 2 positions should be identified commissioned officer

0 2 positions should be identified warrant officer

* 2 positions should be identified enlisted

0 12 positions should require further evaluation

This distribution ensures exercise of all decision logic rules

and requires further evaluation of 14 positions in quantitative Table 3B

Point Score Identification of Officer and Enlisted Positions, and Table 4,

Point Score Identification of Commissioned and Warrant Officer Positions,

in the Position Identification Handbook.

4. Of the 14 positions referred to above, 12 are evaluated in

Table 3B. The expected outcome should correspond to the following

distribution:

* 6 positions should be identified officer

* 2 positions should be identified commissioned officer

[ 4 positions should be identified enlisted

4-7
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The 6 officer positions will be further evaluated in Table 4.

The 4 enlisted positious should be identified as enlisted based on scores

between 15 and 299.

5. The 8 officer positions (2 from Table 3A and 6 from Table 3B)

will be evaluated in Table 4. The expected outcome should correspond to

the following distribution:

* 3 positions should be identified commissioned officer

* 5 positions should be identified warrant officer

This event concludes the sequence as depicted in Figure 1.

6. When in operation in the field, the position identification

process will require the analyst to evaluate, against Table 5, positions

earmarked for civilian incumbency under Tables 1 and 2. There is no

need to test Table 5 processes because:

0 For "Rotation Base Requirements," the analyst will comply

with the explicit instructions contained in DA Circular 611-62,

Implementation of Enlisted Space Imbalance Program, and

implementing directives. Compliance with specific HQDA

instructions on officer rotation do not change, supersede,

or otherwise alter the content of HQDA directives on rota-

tion needs.

* For "Career Progression Requirements," the analyst will

proceed in the same fashion as outlined above for rotation

requirements. It is noted, however, that HQDA communications

to the field dealing with career progression requirements

may require refinement into a single, more explicit directive

for use by analysts employing the GRC-developed positions

identification method. In any case, Table 5 instructions do

not change, supersede, or otherwise alter the content of

HQDA directives on career progression needs.

4-s
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0 For "No Qualified Civilians Available," the analyst will,

again, proceed in a fashion similar to the above in compliance

with HQDA instructions. In this case, however, explicit

instructions from HQDA in the form of a new directive will

be required to implement the field procedure prescribed in

the "Ao Qualified Civilians Available" factor on page 2-19

of the GRC-developed Draft Positions Identification Handbook.

Table 5 will, as stated above, require compliance with the

explicit content of the new directive.

6. The benchmark or standard discussed earlier was structured

to ensure:

0 Coverage of all cateogries of positions

* Demonstration of the capability of the position identification

procedure to discriminate consistently between categories

0 Testing each decision rule

DESIRED NUMBER OF TESTERS

Ten testers should provide a reasonable test of the reliability of

the Position Identification Handbook. Ten testers scoring 30 positions

apiece will provide 300 position identifications including:

* The exercise of Table 1 - 300 times

* The exercise of Table 2 - 180 times

S* The exercise of Table 3A - 200 times

0 The exercise of Table 3B - 120 times

0 The exercise of Table 4 - 0 times

I4
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Additionally all rules will be applied a minimum of 20 times and

positions identified by categories as follows:

COMMISSIONED OFFICERS WARRANT OFFICERS ENLISTED CIVILIAN

70 70 60 100

The data provided by the number of events as described above will

permit the development of three estimates of the reliability as indicated

below:

1. A measure of reliability of the overall process described

in the Position Identification Handbook will be the number of positions

properly identified in a category (covmissioned officer, warrant officer,

enlisted, or civilian) when measured against the bench mark or standard

established by the selection of the 30 specified positions. If the

percentage error is greater than some reasonable rate, 4% or 5%, then

additional analysis will be required to identify error causes and

suggested remedies by tables or rules.

2. A measure of reliability of tables will be established by

analysis of results obtained in relation to expected outcomes as speci-

fied in Figure 4.6. Significant deviation, 10% or more, in expected

outcome will require analysis and correction.

3. A measure of reliability of rules to discriminate both in-

dependently and within table will be established by analysis of score

values recorded in the application of each rule a minimum of 20 times.

Deviations in score values exceeding 10% will be considered indications

of user bias or scoring difficulties and require further analysis.
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DEMONSTRATION TEST OF THE GRC DEVELOPED POSITION IDENTIFICATION HANDBOOK

Conduct of the Test

A demonstration test was conducted by Department of the Army,

Director of Manpower, Plans and Budget at Headquarters, United States

Army Materiel Development and Readiness Command, on 14 September 1979.

The descriptive test procedure was as follows:

a A sample of 30 positions currently in the Army force structure

was selected by members of the DA staff. Position descriptions

were made available to testers.

* The sample ensured all categories of positions were evaluated,

all decision logic tables and all rules in the tables were

exercised.

0 Ten testers were selected by major commands designated by

the SAG. A profile of test participants is shown below:

COMMAND OFF WO ENL CIV TOTAL

DARCOM 1 2 3

USACIDC 1 1 2

DA(CIVPERS) 1 1

DAEN 1 1

OCE 1 1

DA(MILPERS) 1 1

TRADOC 1 1
I I 1 7 10

BY SPECIALTY/BACKGROUND

MANPOWER MANAGEMENT 5
I CIV PERS MANAGEMENT 1

MIL PERS MANAGEMENT 4

[



Test Results

The demonstration test generally followed the descriptive test

procedure. Analysis of the test results demonstrated the applicability

of the position identification procedure to positions in the Army force

structure. Additional pertinent information is as follows:

" With minimum advance notice and a short instructional brief-

ing, the testers were able to understand and manually apply

the methodology, demonstrating that the procedure is sufficiently

simplistic to be used by manpower managers at all levels with

minimum training.

" All quantitative and decision logic tables were exercised

during the test covering all categories of positions: com-

missioned officer, warrant officer, enlisted, and civilian

" Consistency was demonstrated by the fact that there was 100%

agreement on use of the tables, rules,and scoring on 14 of

30 positions.

" The consensus was that uniquely defined officer, warrant

officer, enlisted, and civilian positions retained their

identity in 13 of 14 cases. The sole exception was a position

for which the job description did not support the technical

aspects of the job title. This difference was predicted.

" Commissioned officer, warrant officer, enlisted, and civilian

positions not uniquely defined by existing criteria were

identified in a different category 5 times. Three military

positions were converted to civilian. Basis for military

category was not evident in the 3 job descriptions. Two

civilian positions were converted to military. Analysis of

this difference revealed the job descriptions contained work

time factors which supported quantitative identification

of commissioned officer.

0 One position, not uniquely defined under existing criteria

as commissioned officer, was converted to a civilian position

4-12
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4 by 5 testers and determined appropriately categorized as

commissioned officer by 5 testers. Analysis of the job con-

tent reflected the proper category, based on job description

alone, would be difficult to determine and was the basis for

its selection as a test case.

Two matrices follow as Figures 4.2 and 4.3. Figure 4.2 identifies

the rules applied by each tester and the overall consensus of position

identity. Figure 4.3 is an index of agreement between testers.

The methodology used to construct the matrix in Figure 4.3 was as

follows:

The number of times each tester agreed with every other tester

was counted and the resulting number of agreements entered into the matrix.

The total numbers of agreements for all testers was used to derive an

average index of agreements.

The result of this analysis revealed that for each tester there was an

average of 22.4 agreements out of a possible 30 agreements (74.7% agreement).

The number of tester agreements varied from 18 agreements per tester to 29

agreements per tester. The standard deviation was 2.48 indicating that most

testers agreed between 20 and 25 times out of a possible 30 times with their

cohorts.

No testers appeared to differ substantially from the overall average

number of agreements per tester. There were no obvious discrepancies

from the overall index of agreements. The test results adequately

demonstrate the reliability and consistency of this procedure.

I. Conclusions

a The test demonstrated the capability of the GRC-developed

procedure to consistently determine position category

identity and its applicability to all positions in the

j2 Army force structure.
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TESTERS

1 2 3 4 5 6 7 8 10 AVG.

1 X 20 21 25 21 22 23 21 23 22 22

2 20 X 24 19 22 22 22 23 22 24 22

3 21 24 X 21 28 22 21 21 24 22 22.7

4 25 19 25 X 22 19 25 20 24 19 21.6

5 21 22 28 22 X 22 23 21 26 22 23

6 22 22 22 19 22 X 22 27 19 28 22.6

7 23 22 21 25 23 22 X 23 23 22 22.7

8 21 23 21 20 21 27 23 X 18 29 22.6

9 23 22 24 24 26 19 23 18 X 19 22

.0 22 24 22 19 22 28 22 29 19 X 23

1.

Figure 4.3. Index of Agreements
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a Given required information on a position and its work content,

the quantitative procedure does provide a basis for establishing

identity of position in future Army force structure adjustments.

a The test demonstrated a widespread use of Rule 13 (Commercial/

Industrial Activities) to categorize positions. The use of that

rule focused attention on the commercial/industrial aspects of

each position so identified. The result was to present such

positions as civilian in all cases. Clearly, position identi-

fication in this area of activity remains a problem as illus-

trated by the 2-year delay in publication of a revised version

of OMB Circular A-76 which resulted from extensive Congressional

deliberations in search of clear definitions of such activities.

The test reveals that additional study, with a view toward

refinement of the definitions within the proposed handbook for

Rule 13 may be required.

* The draft pamphlet may, as written, require the user to have

a sophisticated level of understanding. That requirement

could restrict its use. Definitions should be analyzed for

possible deficiencies. Table 1 and Table 6 may require refine-

ment or amendment. Instructions must be examined to determine

where improvement can be made.

* This demonstration meets or exceeds established requirements

in the contract; however, a need for additional analysis by

the SAG followed by an extended test before implementation is

indicated.

Recommendations

0 Further review and refinement of the Position Identification

Handbook as indicated in conclusions set forth above.

* Conduct an expanded and detailed test process to permit final

validation of the position identificaiton methodology prior

to Army-wide implementation. The objective of the expanded

test procedure would be to ensure that the numerical values

assigned to the subfactors used in quantitative evaluation

4-16
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Ii of position identity have the capability to discriminate

adequately among alternative position identities when applied

Army-wide. The test could also serve: to confirm application

of the method to the Reserve components, to refine position

identification factors/subfactors, to further simplify methods

and procedures, and to generally improve these innovative

processes.

tt
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APENIX A

SUMMARY OF WORK ACCOMPISHED

This contract study includes five major tasks and a final report.

The following comments describe work accomplished with references to the

appropriate monthly performance and cost report(s) and section(s) of the

final report.

L.

Elaboration of the Problem

As originally contemplated in the GRC proposal, this task continued

during the first 5 months of the effort. The detailed description of the

position identification problem was completed and submitted to the study

advisory group for this study as an enclosure to the monthly performance

and cost report #2, 7 December 1978. Report #5, 7 March 1 1979, reflected

this task 98% complete. The problem description was the culmination of

the actions reported under this task, which described the direction of

the follow-on analysis in terms of assumptions relating to key manpower

areas, "DA guidance needed" items, overall fact finding discussions, and

GRC investigator fact-finding interviews. This task was determined to

be complete in report #11 on 7 September 1979. The detailed discussion

of the elaboration of the problem is contained in Section 2 of the final

report.

Review and Analysis

This task continued during the first 7 months of the project on a

diminishing basis each month. The bulk of the work under this task and

its component subtasks was accomplished during November 1978 as reported

in monthly report #2, and was estimated 96% complete by 31 January 1979

(see monthly report #4). This portion of the study surfaced a plethora

of directives concerning position identification and this information is

included as a part of the description of the problem in the preceding

task and Section 1 of the final report. A final review of all directives

L cited in the study was accomplished to determine currency of the reliance

of the GRC study on published policy.

A-3



Synthesis of Relevant Information

This task contained two significant subtasks, a description of

current position identification methods and the rank ordering of decision

criteria which were in large part a product of the review and analysis

undertaken in the preceding task. In-depth work on this task commenced

in November 1978 (report #2, 7 December 1978), but the bulk of work was

accomplished during December as reported in report #3, 7 January 1979.

The synthesis was completed in rough draft in December 1978, and was

extensively revised in January to incorporate refinements which were the

result of additional review and analysis of Army documentation. A draft

report of the synthesis was delivered to the study advisory group (SAG)

on 13 February 1979. This synthesis is discussed in detail in Section 2

of the final report.

Development of Recommendations

Work on this task commenced in January and continued through April

1979, as reported in reports #4 through #7, when it was estimated to be

95% complete, with final work accomplished during August and September

(reports #11 and #12). The two component subtasks of this effort, identify

promising structural modifications and identify promising procedural modifi-

cations, continued as subject of continuing joint research and assessment

by the GRC study team and SAG throughout the project. Specific recommen-

dations for selected proposed changes were incorporated into a 15-page draft

document which is Section 3 of this final report. The draft recommendations

were presented to the SAG in a briefing at the Pentagon on 16 March 1979.

That briefing was reproduced and attached to report #6, 6 April 1979.

Development of Quantitative Methodology

Research efforts to investigate all possible avenues began in March

and development of an objective and quantitative procedure continued

throughout the project. March efforts were concentrated on development

and refinement of factors and their quantification in terms of precedence

and weights (report #6, 6 April 1979). Development and preparation of

decision logic tables and quantitative methods/concepts were the primary

focus of effort for the month of April 1979 as described in report #7,

A-4



7 May 1979. In May, GRC presented the SAG the results of the GRC effort

to structure the quantitative factors in order of relative importance.

- The definitions of the factors were expanded to identify the subfactors

which are an important element in the quantification process. These

factors were provided to the SAG on 16 May and appended to report #8,

7 June 1979. The quantitative methodology for the sequential process

emerged during June when previously developed factors and subfactors

were assigned relative weightings and point values. The process was

reported to the SAG by letter on 20 June, and recorded in report #9,

6 July 1979. The draft position identification handbook was completed

*- during July and forwarded to the SAG as enclosure 1 to report #10,

. 7 August 1979. It presents the decision logic and quantitative procedure

for position identity definition and is included in Section 4

of this report. GRC attended a meeting of the SAG on 30 August where

plans were made for a demonstration test of the position identity pro-

cedure (see report #11, 7 September 1979). The demonstration test

of the methodology was conducted 14 September 1979. The repor. of the

successful demonstration test is in Section 4 of this report and was

appended to report #12, 5 October 1979.

IA -
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APPENDIX B

INDIVIDUAL POSITIONS IDENTIFIED BY SPECIFIC DIRECTIVES
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APPENDIX C

IROLE OF THE STUDY ADVISORY GROUP (SAG)

IN DEMONSTRATION TESTING

Recognizing the limited time and resources available to the Study

* Team, and in consonance with Study Team recommendations that a test panel

using Army personnel would be an optimum method of demonstrating the

quantitative position identification methodology, it was initially con-

cluded that "GRC will give the hypotheses and the SAG will test." The

decisions taken on this point were documented by the SAG, and the formal

summary is reproduced on following pages C4 through C6.

In the final analysis, SAG members did join in sponsoring the

demonstration test conducted in September 1979 (see Section 4 of this

report) but did not participate as members of the test panel. The

test was conducted under the aegis of the study sponsor, with the GRC

Study Team providing methodology, materials and support.

[L
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DISPOSITION FORM
Pee s f isIN fem Af 30-i, the prp oseyw Is TAGCEN.

RlPIENcD I c OFIt SymOOI. UICT

I-U tudy Advisory Group (SAG) Meeting Minutes, "Quantitative

ocedures for Position Identity Definition"

TO of" AT 2 7 JULWI 9 CMT,

SEE DISTRTFIoN DAPE-MBU Mr. Edwards/cj/54778

1. The SAG meeting convened at 1400 hours, 5 July 1979 in Rm 2E715B. A Iift of
attendees is attached.

2. Mr. Boden, Chairman, stated the purpose of the meeting was to review the analytical
technique in GRCs Mmorandum of 20 June 1979; and initiated the discussion by select-
ing ample subfactors and working thru the mathematical process to describe a position
requiring military Incumbency. COL O'Meara asked how GRC had arrived at the number for
each subfactor. Mr. Alberta explained that the numbers were assigned by GRC analysts
after study and coordination and that they are the product of educated judgments.

3. The Chairmen comented that each member of the SAG should review the subfactors
and the assigned numerical values In terms of their own agencies. Mr. Daniels sug-
gested that positi'on which have always been civilian should be assumed to be
civilian and not subject to the methodology. Mr. Boden responded that the methodology
will apply to all positions and that the SAG test may prove prior procedures valid.
COL 0'Meara applied the factors to his om position by considering each subfactor.
Mr. Alberta calculated a score of approzieately 100-10 based on COL 0'IMeara's _
discussion. COL O'Meara concurred but pointed out that the most prominent function
of his job is not covered * ., implemnting doctrine.

4. Dr. Gilbert comented that he writing style of the 20 June submission is
extrmely high. However, he believes the SAG will need a set of Instructions. GRC
personnel were aware of this need end stated that a handbook will soon be ready for
delivery to the SAG. In answer to the-.question, "How will we test?", Mr. Bodan
st#t ed, "GRC will give the hypotheses and the SAG will test." Mr. Daniels emphasized
the need to select a good sampling, suggesting perhaps that MILPERCEN benchmark
positions, or key positions, be obtained for the test. COL O'Meara asked, "why not
en ad hoc committee of 8 to 10 testers going out in field units?" Mr. Baden replied
tha ieneed teams working from the same procedure, functioning all in a like mauner.
We may test the procedure ourselves, send a package to the field to perform and
return, or call upon the MACOMs to test."

5. Yr . Alberta described the need for a two part test: (1) testing the Internal
consistncy of the mathmamtical process, and (2) testing its reproducability. Mr.
laden led a discussion of the ass-Inment of percentage of time spent on subfactors and
how the position's score could delineate military. Mr. Daniels discussed dillneation
of positions In depot installations. The applicability of the procedure in peace and
war ws discussed. It ws agreed the procedure could be applied in both cases.

6. Mr. Boden said copies of GRC submissions to date are available from the Recorder
and mnumced he had received a query from DA Public Affairs concerning bow the Army

4 0 S ft. WHI .N OS OLETZ. AFM 24 6 c-
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SUBJECT: Study Advisory Group (SAG) Meeting Minutes, "Quantitative Procdured& for

Position Identty Definition"

is Identifying officer that be filled senior enisted personnel. Mr.
Boden Indicated he had responded by describing GRC' work to develop a procedure to
faciliate delineation. Thus, GRC's methodology has already received some visibility,
and it is anticipated the procedure will be of great utility to the Army.

7. COL O'era announced he vill be replaced on the SAG by LTC Tom McManus,
DAND-FPD. and requested GRC brief LTC McManus on the study. Mr. Boden requested
the briefing be arranged through him so all new SAG members and other interested per-
sonnel my attend. GRC agreed. Mr. Boden cited paragraph 3 of the GRC 20 June 1979
me orandum. The metbers of the SAG were asked if they felt the requests in paragraph
3 and the purpose of the meeting had been met. After recognizing the reservation
of one member (Mr. Daniels), the Chairman declared the GRC submissions (to date)
approved, and approved the start of testing as soon as GRC applies numerical values
to the quantitative factors and delivers the handbook. Mr. Boden suggested SAG
members think about when the field units (MACOHs) should be called in.

8. Mr. oden adjourned the meeting at 1510 hours.

1 Incl. •JAES D. EDWARDS
s Recorder, SAG

DISTRIBUTION:
Mr. Clyde D. loden
Mr. A. Daniels. ..

L COL P, .1. Yar
LTC J. Scott
Dr 1. P, DezterL A MA . Woodbury
Hr. Jack Posner
Hr. Pury Alberts
tH .a tutney

Mrs. 1. Vitek

LI5
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ATTENDEES. 5 July 1979

NAME RGANIZATTON -RN

1. Mr. Clyde Boden DAPE-HBU 697,1793

2. mg. Kathy Vitek DAPE-CPS 595-2112

3. Mr. Anthony J.. Daniels DAPE-OKR 697-6700

4. Dr. Art Gilbert PERI 274-8275

5. LTC Donald G. Muallins DAPE-MBA 6954574

6. MAU R. P. Dexter DAPE--PO 695-0305

7. Mr. J. D. E ardas APS-4 U 695-4801

a. Mr. .. mcllhiney G&C 893-5900

9. Mr. Haey Alberta GC 893-5900

10. Mr. Peter Thorsteinsson DAP-lM3 695-9532

11. LTC Jobn R. Squire DAMI-FD? 697-2708

12. COL Pat O'Meara DAZO-FDP 697-2708

C-6
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I.

DEVELOPING SUBFACTORS AND ASSIGNING VALUES

From inception in September 1978 through October 1979 a continual

dialogue between Army and GRC representatives brought to bear the best

of their collective objective judgment in:

0 Refining position identification factors and their defini-

tions.

• Developing and refining subfactors within each factor which

could be used to quantitatively discriminate between manpower

categories and military identities.

* Assigning values to those subfactors.

0 Generally refining the logic train and relative weights

underlying the GRC-developed decision logic/quantitative

construct.

On 20 June 1979, the GRC Study Team recorded in detail the approach

and techniques used in the derivation of subfactors and development of

their respective weights. That documentation is reproduced here on

pages D-4 through D-16. While the dynamic nature of the quantitative

methodology development process has caused, and will continue to cause,

some modification of selected factors and their subfactor values since

that document was published, it does provide a thorough description of

the rationale and methods used in deriving the quantitative elements of

the decision logic/quantitative construct.

An earlier formal presentation on 19 April 1979, to the Army Study

Advisory Group (SAG) constituted for this research effort, provided a

thorough description of the logic train underlying the derivation and

use of subfactors and subfactor values, and the manner of their employ-

ment in the quantitative position identification process. While the

dynamics mentioned above have since caused selected factor/subfactor

changes from the original presentation, it is reproduced here on pages

D-17 through D-32 as a key source and reference document supporting study

[results.
D-3



GENERAL 7M OLD SPRINOHOUSE ROAD

MCLEAN, VIRGINIA 22102

RESEA CH CRPORTIONWESTGATE RESEARCH PARK

(703) 0341900

20 June 1979

Mr. Clyde D. Boden
Contracting Officer's Representative
DAPE-MfU
Department of the Army
Washington, D. C. 20310

Dear Mr. Boden:

Subject: Review of Numerical Values Assigned to Subfactors to be Used
in the Step 1 Quantitative Procedure for Position Identity
Definition

As forecast in the 16 May 1979 CRC memorandum to the Chairman of-the SAG,
and confirmed in the 7 June 1979 monthly report, numerical values have been
assigned to each subfactor in the statistical design of the step 1 procedure.
The analytical technique employed is fully described in the enclosure to this
memorandum. A matrix showing the assigned numerical value for each subfactor
is also included. Please note that, after careful review of the fact that
civilians are often utilized in remote locations, the subfactors within the
factor, Unusual Hours or Working Conditions,have been reordered. The result
of this reordering moved the subfactor Remote Location from the top of the
hierarchy to the bottom position.

The test package programmed for delivery to you on/about 1 July will address
the use of quantitative/numerical conversion tables which will, by means of
point score range cut-off points, translate aggregate factor point scores,
into a delineation category decision. Application of this procedure uniformly
throughout the Army should enhance the consistency of position identity
decisions within the Department.

The treatment of quantitative aspects of position identity delineation factors
forms the foundation for the step 1 test procedure and the development of
matrixes and conversion tables for succeeding steps. The numerical values
assigned to the subfactors must be considered tentative at this time. It is
anticipated that SAG input and subsequent testing will result in changes and
refinements. SAG review, comment and/or concurrence with the numerical value
assignments and analytical technique is essential. Therefore, the SAG, and
others who may be designated by the SAG, are requested to review the enclosure
and consider:

* The format, content, and completeness of the matrix

* The objective judgment which established relationships
describing the importance of each factor and subfactor

0 The mathematical treatment of the process which generated
resulting numerical values

A Subsidiary of Flow Grwal Inc.

An Equal Opportunity Employer M/F

D-4



Mr. Clyde Bodan
20 June 1979
Page 2

SAG review and discussion will prove beneficial to the conduct of the
test. Therefore, in evaluating the assignment of these values we
recommend your careful examination of subfactors and their relative
importance as reflected by point scores, and challenge of both the
logic and the internal consistency of the mathematical procedures if
appropriate. Suggestions for change or addition to material content
or format which will enhance the completeness and utility of the
GRC-developed procedures will be valued and appreciated.

SAG review and response within two weeks would be most appreciated.

Sincerely,

GENERAL RESEARCH CORPORATION

Associate Director
Management and Organization

JIP/lca

Enclosure (1)

* D
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DERIVATION OF NUMERICAL

VALUES FOR SUEFACTORS

Section 3 of the draft report on Quantitative Procedures for

Position Identity Definition discussed the GRC approach to position

identity as a three step process using both decision logic and quantita-

tive procedures. The process was shown schematically in Figure 3.1,

Position Delineation Process, in that section of the report and is in-

cluded here for ease of reference. Factors to be treated by decision

logic tables were discussed with the SAG on 19 April 1979. The factors

requiring quantitative treatment were submitted to the SAG for review

on 16 May 1979. The SAG formally concurred with the completeness,

definition, and relative importance of the array of factors and sub-

factors shown in Figure 1 on 30 May 1979. Please note that the hierarchial

order of subfactors within the factor, Unusual Hours or Working Conditions,

has been changed since the SAG review and this change should receive

further consideration at this time. The remainder of this paper describes

the methodology used to assign values to the subfactors requiring quantita-

tive treatment in Step 1.

As a convenient method of identifying and subsequently referencing

subfactors, all factors and subfactors were formed into a matrix. Figure

1, Quantitative Factors, displays the notation used.

Each column is numbered and headed by the factor name. Each sub-

factor has an assigned position number based on its ranking within the

factor.

Subfactors are ordered top to bottom under the particular factor

to which they apply. The subfactor within each factor most strongly

indicating military incumbency are at the top.

As emphasized above, through underlining key words, it is impera-

tive that the reader recognize at this point that subfactors are

D-6
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consistent with one another in terms of precedence only within their

respective factors. It will be seen as we progress through this paper

that the numerical values adduced for each subfactor effectively place

them at given points on a continuum ranging from the highest to the

lowest order of precedence for military incumbency within their respective

factor only. Those points on the continuum applicable within a given

factor do not necessarily correlate with selected points on the continuum

*applicable within any other factor. Rather, the prime consideration in

selecting subfactors has been ease of definition. The principle and the

resulting array are illustrated in Figure 2.

FACTOR N FACTOR M

Top Precedence
for Military Incumbency '+

Subfactor M.1
Subfactor N.l-

Subfactor N.2-

Subfactor N.3 --

Subfactor N.4- --

+ - Subfactor M.2

- MSubfactor .3

Lowest Precedence
for Military Incumbency

Figure 2. Subfactor Continua

The general context of subfactor definition has been designed

such that the number of subfactors is limited to a maximum of six. The

subfactor which heads the Security column is denoted subfactor 1.1; the

subfactor which appears at the bottom of the Direct Military Authority[ and Discipline column is defined as subfactor 3.3; each of these desig-

nators is displayed in Figure 1.

I, D-9



Factors divide into two groups:**

1. Those which define conditions associated with positions:

* Tradition and/or Custom

* Unusual Hours or Working Conditions

* Direct Military Authority and Discipline

2. Factors describing or relating to the kinds of work performed:

0 Security

Intelligence

* Current Military Training/Background Required

* Morale, Welfare and Recreation

Factors defining conditions associated with positions were con-

sidered independently of and prior to those factors describing or relating

to the kind of work performed. All subfactors included within factors

3, 5, and 6 were formed into a matrix array shown as Table 1.

Table I

MATRIX ARRAY OF SUBPACTORS

WITHIN FACTORS 3, 5, and 6

(3.1) (5.1) (6.1)

(6.2)

(3.2) (5.2)
(6.3)

(3.3) (5.3) (6.4)

It may ultimately be useful and necessary to display these groupings

separately when devising a practical scoring document for use by

personnel/manpower technicians in implementing the CRC quantitative

methodology.

D-10



Positions described as requiring either:

Exercise of Direct Military Authority and Discipline

on a 24 hour independent responsibility basis (sub-

factor 3.1); or

. Provision, because of Tradition and/or Custom, of a

ful-time military presence, without which the

- position would be materially compromised (subfactor

5.1);

were defined to require delineation as military positions. In practical

terms, if, during position audit, a position delineator determined full-

time applicability of either subfactor 3.1 or subfactor 5.1, the result-

ing point score "X" should be sufficient (i.e., the minimum value

* necessary) to justify military incunbency. This condition served as a

* departure point for determining point scores of all subfactors. It can

be written as an equation.

(3.1) - (5.1) - x

Point scores for remaining subfactors within factors 3 and 5, and

for all subfactors within factor 6 (the third of the "conditions"

factors shown in Table 1) were determined by the GRC Project Team using

objective logic; i.e., objective assessment of the relative value of

each subfactor with respect to subfactors 3.1 and 5.1, and with respect
to each other, in terms of their proper influence upon the determination

of military inctmbency. The objective judgment was expressed as the

I. percentage of time it would be necessary to spend performing work under

the conditions described by the subfactors to produce military incum-

bency.

LThe point values for all subfactors included in 3, 5, and 6 are

shown in Table 2 in terms of the particular numerctal value, "X," which

[delineates military incumbency.

D1
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Table 2

SUBFACTOR VALUES IN TERMS OF

THE PARTICULAR VALUE WHICH DELINEATES MILITARY

INCIMBENCY

(6.1)2X

(3.1)X (5.1)X

(6.2)4X

(3.2)1 (5.2)A 3

2 2 (6.3)X

(3.3)_E (5.3)A
5 5 (6.4)_E

2

Factors describing or relating to the kinds of work performed

were considered using the array of subfactors in Table 3.

Table 3

MATRIX ARRAY OF SUBFACTORS WITHIN

FACTORS 1, 2, 4, and 7

(1.1) (2.1) (4.1)

(7.1)

(1.2) (2.2) (4.2)

(1.3) (2.3) (4.3)

(7.2)

(1.4) (2.4) (4.4)

(1.5) (2.5) (4.5)

(7 .3)
(1.6) (2.6) (4.6)

D-12
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4. Position assessments and surveys will reveal individual position require-

ments for incumbents to spend discrete amounts of their working time

performing work tasks within the definition of one or more subfactors

- arrayed in Table 3. Objective judgment was applied by the GRC Project

Team in determining the percentage of time it would be necessary to

spend performing tasks within the work areas defined by each subfactor

in order to designate a given position for military incumbency. These
time judgments are arrayed in Table 4. The numerical values precedent

to each matrix element indicate the minimum percentage of time which

must be spent performing work defined by that subfactor to delineate

military position incumbency. Subfactors which could not delineate

military incumbency even if 100% of the work time was spent in their

performance, do not appear in Table 4. Any value for a subfactor which,
standing alone, does not delineate military incumbency would, if allowed

to stand alone, delineate civilian incumbency.

S- Table 4

.- MATRIX OF SUBFACTORS WITHIN FACTORS 1, 2, 4, & 7*
INDICATING PERFORMANCE TIM REQUIREMENTS

TO DELINEATE MILITARY INCUMBENCY

30%(2.1) 40%(4.1)

402(1.1)

40%(2.2) 50%(4.2)

50%(1.2) 50Z(2.3) 70Z(4.3)

60%(2.4) 80%(4.4)

60Z(1.3)
70%(2.5) 90%(4.5)

701(1.4) 100%(2.6) 100%(4.6)

Table reflects no subfactors in factor 7 because none of them

derived a sufficient numerical value to delineate military
incumbency standing alone.
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The project team established relationships between the five subfactors

that cannot, standing alone, delineate military incumbency and those that

can. Values were derived for these subfactors because while they did not,

standing alone, delineate military incumbency they could contribute to
such delineation in combination with other subfactors. The GRC Project

Team used its objective judgment to establish each subfactor's relative

importance in terms of the point score which determines military incumbency,
fox is

A complete matrix of all subfactors appears in Table 5 in terms of

the value (Or") which denotes military incumbency.

Table 5

VALUES OF INDIVIDUAL SUBFACTORS RELATIVE. TO

THE POINT SCORE "X" WHICH DENOTES

A MILITARY POSITION

(1.1) - SK (2.1) - 101 (4.1). - 5
S ( 3 (3.1) - . 2 (5.1) - (6.1) - 1 (7.1)

(1.2) a 21 (2.2) - 5Z (4.2) - 2K
2- (6.2) - LZ

(1.3) - 5z (2.3) - 2Z (4.3) - 101 3
(3.2) -I (5.2) - 1 (7.2)

(1.4) - !oa (2.4) - s. 2 (4.4)- T (6.3) - 1

7 3 4

(1.5) - 1 (2.5) - 102 (4.5) - LOX
"S -"7 (3.3) -- ' (5.3) - . (7.3)-

(1.6) a(4.6). I 5 (6.4) - 2

Figure 3 presents point scores for each subfactor derived by set-

ting 'W( (i.e., the minimum value necessary to justify military incumbency)

equal to 120 points. This value of "1 was chosen because it resulted in

a greater number of even valued point scores than many other alternative

values of "X" which were considered, thus helping simplify field applica-

tion.

In Table 4 we have stated the condition that positions which re-

quire 301 or more of an incumbent's work time be spent in the subfactor

"Correlate/Analyze" of the Intelligence factor will be delineated j
D-14
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military. However, when more than one subfactor applies, military

incumbency can be delineated by varying amounts of time spent in various

combinations of subfactors. Two examples of how combinations of sub-
factors can produce military incumbency are:

The first example describes a position which requires

30Z of work time to be spent in performing Security

tasks described by subfactor (1.1) - (Secure Nuclear

Weapons; Command Posts; Troop Installations) and 20%

to be spent in Intelligence activities in subfactor

(2.1) - (Select/PrioritLze Requirements; Allocate

Resources). The computation is:

(Position Delineation Score) - 30Z(1.1) + 20Z(2.1)

From Figure 3 - .3(300) + .2(400)

-90+80
- 170 - Position delineated

as miilitary

The second example describes a position that requires

50% of the time to be spent in Security on subfactor

(1.5) - (Control/Issue ID Documents), 20Z of the time

in Intelligence on subfactor (2.4) - Devise Techniques;
Perform Tasks), and 30% of the time in the factor Current

Military Background/Training Required performing tasks

in subfactor (4.1) - Define Military Requirements).

This computation would be:

(Position Delineation Score) - 50%(1.5) + 20%(2.4) + 30%(4.1)

From Figure 3 - .5(40 + .2(200) + .3(300)

- 20 + 40 + 90

- 150 - Position delineated

as military
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I

- DEVELOPMENT OF FACTORS, SLBFACTORS AND THEIR HIERARCHICAL WEIGHTS

CHART1

ALL OF THE FACTORS IMPORTANT TO DETERMINATION OF WHETHER A

POSITION IS MILITARY OR CIVILIAN WERE DISCUSSED AT THE LAST SAG MEETING.

THE FIRST FIGURE SHOWS THE FACTORS AND WHETHER THEY WERE INDICATORS OF

A POSITIONS BEING MILITARY, CIVILIAN, OR WHETHER THEY WERE AMBIGUOUS.

THIS DISCUSSION CARRIES FORWARD FROM THAT POINT AND ADDRESSES THE USE

OF THOSE FACTORS IN AN ORDERED SEQUENCE.

EIGHT OF THE FACTORS CAN IffvDIATELY BE ADDRESSED IN THE FORM

OF A LOGIC CHAIN.

CA 2
THE SECOI) FIGURE INDICATES HO THESE EIGHT CAN FORM A LOGIC NET-

WORK. EACH FACTOR HAS A SINGULAR DEFINITION. POSITIONS WHICH ARE COMBAT

POSITIONS ARE EASILY CATEGORIZED, THAT SAME CATEGORIZATION CAN BE APPLIED

AS WELL TO EACH OF THE FACTORS. THE ORDER OF FACTOR APPLICATION GOES

FROM THE STRONGEST POINTER TO MILITARY POSITIONS TO THE LESS COMPELLING.

IN THE CHART, ONE BEGINS WITH ASKING THE QUESTION: "Is THE POSITION

A COMBAT POSITION?" IF THE ANSWEfR IS YES, THEN BY DEFINITION IT IS

IMMEDIATELY CLASSIFIED A MiLITARY POSITION AND NO OTHER QUESTION

NEEDS TO BE ASKED. IF THE ANSWER IS NO, THE NEXT QUESTION IS: "Is THE

POSITION A COMBAT SUPPORT POSITION?". A NO ANSWER RESULTS IN ASKING THE

NEXT QUESTION; "Is THE POSITION COMBAT SERVICE SUPPORT?". THE NO

L ANSWER CONTINUES THE CHAIN WITH; "IS THE POSITION WARTIME AUGMENTATION?"

|- AND A NO ANSWER TO THAT ONE RESULTS IN ASKING WHETHER THE POSITION IS

"MILITARY BY LAW OR TREATY?" OR IF NOT, WHETHER THE POSITION IS "AN

I EXTERNAL MILITARY REQUIREMENT?". IF THE RESPONSE CONTINUES TO BE A NO,

D-17
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THEN THE QUESTION IS ASKED; "Is THE POSITION CIVILIAN BY LAW OR TREATY?'

AND IF IT IS NOT, THEN FINALLY, THE QUESTION IS ASKED; "Is THE POSITION

CIVILIAN BECAUSE OF AN EXTERNAL CIVILIAN REQUIREMENT?" NIo ANSWERS TO ALL

OF THESE QUESTIONS ASKED IN THE SEQUENCE SHOWN INDICATES THAT A QUANTITA-

TIVE EVALUATION WILL BE REQUIRED.

CHART 3

THERE ARE 6 AMBIGUOUS FACTORS INVOLVED IN QUANTITATIVE ANALYSIS.

THEY ARE SHOWN IN THIS FIGURE. THEY ARE

SECURITY

MILITARY AUTHORITY AND DISCIPLINE

CURRENT [ILITARY BACKGROUND AND TRAINING REQUIRED

TRADITION AND OR CUSTOM

UNUSUAL HOURS OR WORKING CONDITIONS

IbRALE, WELFARE, AND RECREATION

EACH OF THE FACTORS MAY HAVE CHARACTERISTICS OR SUBFACTORS INTERNAL

TO ITSELF. FOR ExAmIPLE, "SECURIT' INVOLVED CONSIDERATIONS OF WHETHER

THERE IS A REQUIREMENT TO EXCERCISE TROOP SECURITY, OR TO KEEP COfMAND

POSTS SECURE. ADDITIONAL FUNCTIONS ARE SUPERVISION OF PRISONERS;

PERIMETER PATROU FIRE WATCH; DOCUMENTATION OF IDENTITY OR ACCESS;

TRAFFIC CONTROL AND PERHAPS OTHERS, ALL OF THESE FUNCTIONS ARE PERFORMED

UNDER THE GENERAL FACTOR OF "SECURITY".

CHART 4

THE NEXT CHART LISTS ALL OF THE EVALUATION SUBFACTORS WE HAVE

IDENTIFIED TO DATE.

D-20
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PERFORIANCE OF SOMVE FUNCTIONS IS SUFFICIENT BY ITSELF TO CLASSIFY

A POSITION AS "IILITARY". FOR INSTANCE, IF SECURITY IS TO BE MAINTAINED

OVER TROOPS OR COMMAND POSTS, THE POSITION IS BY DEFINITION A MILITARY

ONE. THUS THERE APPEAR TO BE SOMVE FACTORS WHICH CONTAIN PARTICULAR

FUNCTIONS WHICH PEFIIT CONTINUATION OF A LOGIC SEQUENCE. THOSE

FUNCTIONS NOT WITHIN THE LOGIC SEQUENCE REMAIN TO BE ADDRESSED BY

QUANTITATIVE ANALYSIS.

CHART 5
THIS FIGURE INDICATES THE LOGIC SEQUENCE INVOLVING THE AIMBIGUOUS

FACTORS. FIRST, IT MUST BE DETERMINED WHETHER THE POSITION IS A CWTER-

CIAL OR INDUSTRIAL POSITION. IF IT IS, AND DOES NOT INCLUDE ANY OF THE

. SIX AMBIGUOUS FACTORS, IT IS CLASSIFIED CIVILIAN. IF IT IS NOT COMMER-

• CIAL OR INDUSTRIAL, AND IT INVOLVES AMBIGUOUS FACTORS IT UNDERGOES

FURTHER EVALUATION.

THE FIGURE INDICATES THAT THE LOGIC SEQUENCE CONTINUES THROUGH THE

FUNCTIONS. CERTAIN ELEMENTS OF SECURITY, MILITARY AUTHORITY AND DIS-
CIPLINE, TRADITION AND CUSTOM AND UNUSUAL HOURS OR CONDITIONS CAN AUTO-

. MATICALLY CLASSIFY A POSITION AS "MILITARY"

OTHERJISE, A SERIES OF QUANTITATIVE EVALUATIONS MUST BE MADE

USING THE REMAINING SUBFACTORS INDICATED IN THE NEXT CHART.
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" CHART 6

IN THIS CHART, EACH FACTOR IS LISTED TOGETHER WITH ANY FUNCTION TREATED

QUANTITATIVELY. THE ORDER OF IMPORTANCE OF THE FACTORS IN TERMS OF

WHETHER THEY IMPEL TOWARD CLASSIFICATION OF A POSITION AS MILITARY ,

*- IS FROM LEFT TO RIGHT. THE SECURITY FACTOR APPEARS TO BE MOST IMPORTANT

AND THE lbRAIE, WELFARE AND RECREATION FACTOR IS LEAST IMPORTANT IN

CLASSIFYING A POSITION AS MILITARY.

THE POSITION OF EACH FUNCTION WITHIN EACH FACTOR IS ALSO LISTED IN

• . ORDER OF IMPORTANCE. PRISONER SUPERVISION IS INDICATED AS BEING MORE

IMPORTANT THAN PERIMETER PATROL, AND PERIMETER PATROL AS MORE IMPORTANT

THAN FIRE WATCH. DOCUIENTATION IS MORE IMPORTANT THAN TRAFFIC CONTROL

BUT LESS IMPORTANT THAN FIRE WATCH IN DETERMINING WHETHER A POSITION

IS MILITARY.

THE HEIRARCHY WEIGHTS POSITION FACTORS AND FUNCTIONS IN TERMS

OF MILITARY POSITION DETERMINATION SCORES. THE HIGHER THE POINT SCORE

THE MORE LIKELY THE POSITION IS TO BE MILITARY.

I]. THE VALUES SELECTED FOR SECURITY WERE ARBITRARY. IN PRACTICE TIM

" * METHODS CAN BE USED TO ASSIGN WEIGHTS TO THE FUNCTIONS AND SUBFACTORS,

A GROUP OF ExPERTs COULD INDEPENDENTLY EVALUATE THE IMPORTANCE

OF THE FACTORS. THE PROCESS IS REPEATED UNTIL CONSENSUS IS REACHED. THIS

IS CALLED THE DELPHI TECHNIQUE AFTER THE ORACLE OF THE SAME NAME.
~D-25
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AN EMPIRICAL ANALYSIS CAN BE PERFORMED ON EXISTING POSITIONS

AND THE SIGNIFICANCE OF THE VARIOUS FACTORS AS POSITION CLASSIFIERS

CAN BE DETERM4INED USING MULTIPLE REGRESSION TECHNIQUES. SINCE THE FACTORS

ARE AMIGUOUS, S01ME KIND OF SCALE IS NECESSARY TO INDICATE THE DEGREE

TO WHICH THE FUNCTION APPLIES TO MILITARY AND CIVILIAN POSITIONS.

CHART 7

THE NEXT CHART INDICATES A METHODOLOGY USEFUL FOR DOING THIS. IT

BEGINS WITH DEFINITION OF A SCALE WHICH RANGES FROM VERY IMPORTANT TO

NOT AT ALL IMPORTANT. THE WORDS USED MAY BE "AU.", " MST", "S ,e,
RAFY", "ifCEr. THE SCALE RANGES FROM ZERO TO 100 IN INCREMrs

OF 25. A SCALE WHICH IS DIVIDED INTO SEVEN INTERVALS COULD ALSO HAVE

BEEN DEVISED. As THE JOB ANALYSIS PROGRESSES, AND THE ANSWERS TO IN-

VOLVEMENT ARE PROVIDED, THE POINT SCORE IS DETERMINED BY MULTIPLYING

THE POINT SCORE FOR EACH FUNCTION WITH THE POINT SCORE FOR THE DEGREE

OF INVOLVEMENT. FOR EXAMPLE: IF PERIMTER PATROL IS VERY IMPORTANT

IN TERMS OF THE SECURITY FACTOR, THEN THE 25 POINTS ASSIGNED TO

PERIMETER PATROL AS A VALUE WOULD BE MULTIPLIED BY THE 100 POINTS

I". ASSIGNED TO THE DEGREE OF INVOLVEMENT "VERY IMPORTANT" TO OBTAIN A

[TOTAL POINT SCORE FOR THAT FACTOR-FUNCTION COMBINATION OF 2,50 POINTS.

MORE TAN ONE FUNCTION MAY BE SCORED FOR A FACTOR IF MORE THAN ONE FUNCTION

[ IS PERFORMED. EACH FUNCTION PERFORMED MUST BE WEIGHTED IN TERMS OF THE FIVE

DEGREES OF INTENSITY,

D-27
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cHART 8

THE TOTALITY OF SUCH EVALUATIONS IS INDICATED IN THE NEXT CHART.

SEACH FACTOR-FUNCTION COWEINATION IS SCORED. THE THREE DIMENSIONAL

ARRAY SHOWN IS A PICTORIAL REPRESENTATION OF THE METHOD PROPOSED. IT PRO-

1. VIDES CONSIDERABLE FLEXIBILITY IN POSITION EVALUATION. NOT ALL OF 1HE

FUNCTIONS AND FACTORS NEED TO BE PRESENT IN EACH POSITION ANALYZED.

* Bu IT IS NECESSARY TO DERIVE POINT SCORE FOR ALL THAT ARE.

THE RELATIVE IMPORTANCE OF THE FACTORS MAY CHANGE FROM POSITION TO

POSITION. FOR ONE POSITION THE MILITARY AUTHORITY AND DISCIPLINE FACTOR

MAY BE MOST IMPORTANT, FOLLOWED BY TE REQUIREMENT FOR CURRENT MILITARY

BACKGROND, AND TRADITION AND CUSTOM. THERE MAY BE NO SECURITY ASPECT AND

* NO SPECIAL HOURS OR CONDITIONS INVOLVED. IN ANY CASE, THE METHOD REQUIRES

THAT THE TOTAL POINT SCORE FOR ALL OF THE FACTORS BE 100. THAT IS, IF

FOUR FACTORS ARE INVOLVED EQUALLY EACH ONE IS WEIGHTED AT 25 POINTS. FUNCTIONS
ARE WEIGHTED AT THEIR VALUES WITHIN THE FACTORS. WHEN THE TOTAL POINT

I.• SCORE FOR ALL FUNCTIONS WITHIN THE FACTOR ARE DETERMINED THEY ARE

ADDED TOGETHER AND MULTIPLIED BY 25 POINTS FOR THIS EXAMPLE.

amT9

II C~OE THE QUANTITATIVE EVALUATION IS PERFORMED ON THE AMIGUOUS

FACTORS ALL POSITIONS WILL BE DELINEATED MILITARY OR CIVILIAN. THE

L IDEAL IDENTITY OF EACH POSITION HAS BEEN ESTABLISHED IN THAT WAY. THERE

ARE, HOWEVER, THREE OTHER CONDITIONS WHICH MUST BE MET BEFORE POSITIONS

THAT IDEALLY SHOULD BE CIVILIAN CAN IN FACT BE CLASSIFIED THAT WAY.
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THIS LAST FIGURE ILLUSTRATES THIS LOGIC CHAIN. IT MUST BE DETERMINED

FIRST, WIETHER ANY QUALIFIED CIVILIANS ARE AVAILABLE

SECONDLY WHETHER THERE ARE ANY MILITARY PROGRESSION REQUIREMENTS

THIRD WHETHER THERE ARE ANY ROTATION BASE REQUIREMENTS.

WHEN THE TOTALITY OF THIS FINAL LOGICAL SEQUENCE HAS BEEN CONSID-

ERED, A POSITION CAN FINALLY BE CLASSIFIED AS CIVILIAN OR MILITARY.

FURTHER PROCEDURES THEN CAN BE APPLIED TO MILITARY POSITIONS TO DET-

ERMIINE *HETHER THEY SHOULD BE MILITARY OFFICERS, WARRANT OFFICERS., OR

ENLISTED POSITIONS.
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